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ABSTRACT 
THEORETICAL AND PROFESSIONAL PERSPECTIVES OF MANAGEMENT IN 
SECONDARY SCHOOLS WITH SPECIAL REFERENCE TO TEACHERS' 
PERCEPTIONS OF MIDDLE MANAGEMENT 
by T. Howard B.A. 
M.A. Ed. (1988) 
Each person has a p e r c e p t i o n o f what c o n s t i t u t e s 
management i n s c h o o l , U s u a l l y t h a t p e r c e p t i o n i s c o l o u r e d , 
s i g n i f i c a n t l y , by how i n v o l v e d they are w i t h management. By 
r a i s i n g t h e awareness o f d i f f e r i n g p e r s p e c t i v e s , i t i s hoped 
t h a t t h e reader w i l l o b t a i n a balanced u n d e r s t a n d i n g of some 
of t he major i n f l u e n c e s i n school management. 
T h i s work p r o v i d e s s e v e r a l 'snapshots' o f these 
i n f l u e n c e s and t h e i r r e l e v a n c e s t o today's manager'. 
Chapter 1 g i v e s a b r i e f h i s t o r i c a l v i e w p o i n t , d e s c r i b i n g 
the background t o the c u r r e n t s t r u c t u r e . 
I n c h a p t e r 2 t h e o r e t i c a l p e r s p e c t i v e s are o f f e r e d t o the 
reader, showing how- the s c i e n t i s t s have viewed management. 
Chapter 3 d e s c r i b e s the more t a n g i b l e t h e o r y o f 
management c u l t u r e s and t h e i r e f f e c t on d e l e g a t i o n . 
C o n s i d e r a t i o n i s g i v e n i n c h a p t e r 4 t o the v a r y i n g 
v i e w p o i n t s on l e a d e r s h i p , i t s importance, types and whether 
or not i t i s a l e a r n e d s k i l l . 
Chapter 5 c o n s i s t s of a survey of a t t i t u d e s t o , and 
p e r c e p t i o n s of management. P r i o r t o the survey t h e n o t i o n o f 
' r o l e ' i s e x p l o r e d and, i n p a r t i c u l a r , t h a t o f the Deputy 
Head. The r e s u l t s o f the survey, c o n t a i n e d i n Appendix I , 
are analysed and c o n c l u s i o n s , b o t h s p e c i f i c and g e n e r a l , are 
o f f e r e d . 
The concept o f the tea c h e r as a p r o f e s s i o n a l and the 
a s s o c i a t e d problems o f managing the 'equal' p r o f e s s i o n a l are 
e x p l o r e d i n c h a p t e r 6. 
I n c h a p t e r 7 the n o t i o n of equal o p p o r t u n i t y f o r females 
i n management i s d i s c u s s e d , w i t h r e f e r e n c e s t o h i s t o r i c a l 
background and c u r r e n t day i n f l u e n c e s . 
Chapter 8 i s an attempt t o b r i n g up t o date t he r a p i d 
developments c u r r e n t i n e d u c a t i o n a l management; the new 
req u i r e m e n t s p l a c e d upon schools and the i m p l i c a t i o n s f o r 
management c o n t a i n e d i n the proposed new Edu c a t i o n Act. 
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INTRODUCTION OF MANAGEMENT IN SCHOOLS: 
THE EFFECT OF BURNHAM AGREEMENTS. 
To be g i n an i n v e s t i g a t i o n i n t o m iddle management and the 
d i f f e r i n g p e r c e p t i o n s t h e r e o f i t would be advantageous t o 
have a b r i e f l o o k a t i t s development i n secondary s c h o o l s . 
The growth o f middle management was perhaps n o t , a t the 
o u t s e t , a conscious aim of e d u c a t i o n a l i s t s nor of employers. 
I n f a c t i t seems t o have been a b i t of a "ch i c k e n and egg" 
s i t u a t i o n ; t h e demand f o r s a l a r y s t r u c t u r e and the growing 
c o m p l e x i t i e s of schools combining t o c r e a t e a h i e r a r c h y i n 
sc h o o l s , whose members became t h e n a t u r a l i n h e r i t o r s of 
management r e s p o n s i b i l i t i e s . 
I n t r a c i n g t h e developments s i n c e the 1944 Ed u c a t i o n Act 
and t h e s e t t i n g up of the Burnham Committee, i t i s n o t 
in t e n d e d t o debate the s a l a r y arguments, merely t o show t he 
r e l e v a n t c o n s i d e r a t i o n s of b o t h Teachers and Employers which 
have l e d t o the c u r r e n t s t a t e o f middle management i n our 
sc h o o l s . 
Before 1945 t h e Burnham Committee was c o n f r o n t e d w i t h an 
e d u c a t i o n a l system c o m p r i s i n g o f Elementary ( a l l age) School 
and the Secondary Schools (11 t o 18 year o l d ) . Schools were 
of such a s i z e t h a t , i n the main, c o n t r o l ' a n d a l l necessary 
a d m i n i s t r a t i o n c o u l d be executed by the headmaster w i t h o u t 
the need t o i n v o l v e o t h e r s on t h e s t a f f . T h is had been the 
p a t t e r n f o r many years and t h e r e had been no apparent 
p r e s s u r e nor need t o change. 
PAGE 8 
Chapter 1 . 
The o r g a n i s a t i o n a l s t r u c t u r e w i t h i n these schools was 
b a s i c ; c o n s i s t i n g o f a Headmaster and h i s a s s i s t a n t s . ( S e e 
f i g . 1.1) R e c o g n i t i o n was made,.however, f o r work of an 
advanced n a t u r e and f o r those who might d e p u t i s e f o r an 
absent headmaster. 
8 (a) For a s s i s t a n t t e a c h e r s t h e r e s h a l l be s p e c i a l 
p o s t s i n r e s p e c t o f which allowances over and above t h e 
s a l a r y s c a l e s h a l l be g r a n t e d f o r s p e c i a l 
r e s p o n s i b i l i t y , s p e c i a l work of an advanced c h a r a c t e r , 
s p e c i a l academic, p r o f e s s i o n a l or i n d u s t r i a l 
q u a l i f i c a t i o n s , or o t h e r c i r c u m s t a n c e s 
( c ) ( i i i ) allowances may be g r a n t e d t o 
a s s i s t a n t t e a c h e r s who take charge o f schools i n the 
absence of t h e r e g u l a r head t e a c h e r (1) 
Under t h i s agreement L o c a l A u t h o r i t i e s were p e r m i t t e d t o 
pay 'allowances' t o about 15% of t e a c h i n g s t a f f . However 
t h i s was on an a r b i t r a r y b a s i s and allowances c o u l d go 
p r e d o m i n a n t l y t o t h e v o c i f e r o u s headmaster who put the best 
case f o r h i s s c h o o l . I n v a r i a b l y t h e 'advanced work' was t o 
be found i n the Grammar Schools. Most schools had r e c o g n i s e d 
the need f o r a s e n i o r master t o d e p u t i s e f o r t he head who was 
not p r e s e n t and, a l t h o u g h not e s t a b l i s h e d f o r m a l l y , many 
schools used the allowances t o c r e a t e t he p o s i t i o n o f ' s e n i o r 
master'. Thus c r e a t i n g the s t r u c t u r e as shown i n f i g . 1 . 2 . 
The 1951 Burnham agreement appears t o re c o g n i s e more 
f o r m a l l y t h a t the l a r g e r t h e school t he more 'above s c a l e ' 
p o s t s would be needed. Indeed i n c r e a t i n g c l a s s i f i c a t i o n of 
schools by s i z e and l i n k i n g t h e number of s c a l e p o s t s t o t h a t 
c l a s s i f i c a t i o n , a more e q u i t a b l e d i s t r i b u t i o n of 'above 
s c a l e ' posts was e v i d e n t . L o c a l A u t h o r i t i e s , however, s t i l l 
had f u r t h e r d i s c r e t i o n a r y funds t o d i s t r i b u t e from the 
'Pool'. 
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C h a p t e r 1. 
I t i s worth p a u s i n g h e r e t o note a n o t h e r a s p e c t of 
s a l a r i e s w h i c h w i l l be d i s c u s s e d a t l e n g t h a t a l a t e r s t a g e . 
T h a t i s t h e d i f f e r e n c e s i n s a l a r y payments t o men and women 
wh i c h was common p r a c t i c e i n a l l f i e l d s of work a t t h e ti m e . 
I t may be f e l t t h a t no m a t t e r what t h e o r i g i n a l s i t u a t i o n and 
subsequent developments, t h e view of t h e r o l e of women i n 
middle management has been c o l o u r e d by t h e s e e a r l y y e a r s . 
The 1956 Burnham agreement was s i g n i f i c a n t i n many 
r e s p e c t s , not l e a s t of w h i c h was the commitment t o e q u a l pay 
f o r women by the y e a r 1961. The f o r m a l i s i n g of t h e r o l e of 
'Deputy Headmaster' and t h e c r e a t i o n of t h e p o s t s of 'Head of 
Department' t o g e t h e r w i t h 'Graded P o s t s ' were t h e o t h e r major 
f e a t u r e s . These p o s t s were t o be l i n k e d t o t h e 
c l a s s i f i c a t i o n of t h e s c h o o l ; r e c o g n i t i o n t h a t t h e l a r g e r 
s c h o o l s were perhaps i n need of more promoted p o s t s t h a n t h e 
s m a l l e r . I t cannot be s a i d t h a t t h i s was done i n r e c o g n i t i o n 
o f t h e need f o r b u r e a u c r a t i c s t r u c t u r e w i t h i n t h e l a r g e r 
e s t a b l i s h m e n t s t o a i d management. I t may w e l l have been seen 
a s an a p p r o p r i a t e way t o s h a r e out the promo t i o n s . 
The r e a s o n f o r t h i s r e l u c t a n c e t o acknowledge s u c h 
developments a s d e l i b e r a t e s t e p s toward b e t t e r management, 
r a t h e r t h a n t o s u g g e s t t h a t t h e y were r e s p o n d i n g t o 
e s t a b l i s h e d p r a c t i c e s , comes from examining t h e v a r y i n g 
p r o p o s a l s f o r change i n t h e pay s t r u c t u r e . Both E m p l o y e r s 
and T e a c h e r s have argued a t some time i n f a v o u r of 
p r o m o t i o n a l p r o s p e c t s , r e c r u i t m e n t f o r c e s , q u a l i f i e d s t a f f , 
c o m p a r a b i l i t y , e q u i t a b i l i t y , d i f f e r e n t i a l s , e t c . i n o r d e r t o 
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promote the advancement of payment t o t e a c h e r s . A l l f a c t o r s 
have a t some time had an i n f l u e n c e on the f i n a l outcome of 
t h e pay s c a l e s . 
The f o r m a l i s i n g e f f e c t of t h e new s c a l e s was s i g n i f i c a n t 
i n t h a t i t c r e a t e d r e c o g n i s a b l e l e v e l s of r e s p o n s i b i l i t y to 
match the p o s t s awarded. 
T h e r e were now s t a f f members w i t h t h e t i t l e s 'Head of 
', 'Master i n c h a r g e of ' and 'Deputy Headmaster'. 
T h i s i m p l i e d an element of a u t h o r i t y over o t h e r s and an 
element of autonomy from t h e Headmaster. The Headmaster was 
t h u s d i s t a n c e d f u r t h e r from h i s a s s i s t a n t s and would have t o 
d e l e g a t e a p r o p o r t i o n of h i s r e s p o n s i b i l i t y , i f t h i s had not 
a l r e a d y been done p r i o r t o t h e awards. (See f i g . 1 . 3 ) 
P o s t e r s t a t e s : -
T h i s r a p i d d i v e r s i f i c a t o n of reward o p p o r t u n i t i e s i n 
e d u c a t i o n was a t one and t h e same time a r e f l e c t i o n of 
t h e need f o r the d e l e g a t i o n of r e s p o n s i b i l i t y and a 
c o n s i d e r a b l e i n c e n t i v e towards t h e s t r a t i f i c a t i o n of 
power.(2) 
Heads of Departments were t o be e s t a b l i s h e d i n a l l 
s e c o n d a r y s c h o o l s under t h e terms of t h e 1961 Burnham 
agreement t o g e t h e r w i t h comment on t h e a l l o c a t i o n of t h e s e 
posts". 
Appendix V I I I 
( a ) I n d e t e r m i n i n g t h e g r a d i n g of an a l l o w a n c e f o r a 
p o s t o f Head of Department the L o c a l E d u c a t i o n A u t h o r i t y 
s h o u l d have r e g a r d t o the s i z e of department and i t s 
importance i n the c u r r i c u l u m , t o the number of t e a c h e r s 
engaged and t h e amount of advanced work ... u n d e r t a k e n . 
I n t h e c a s e of a s u b j e c t department, however, t h e f a c t 
t h a t o n l y one t e a c h e r i s engaged i n t e a c h i n g t h e s u b j e c t 
o r t h a t t h e r e i s no advanced work need not p r e c l u d e t h e 
e s t a b l i s h m e n t of a p o s t o f Head o f Department ( 3 ) 
Here the r e s p o n s i b i l i t y f o r s u b j e c t a r e a s was b e i n g 
r e c o g n i s e d and rewarded i n r e l a t i o n t o t h e a d m i n i s t r a t i v e 
PAGE 13 
Chapter 1 
burden on t h e department. The r e p o r t n o t o n l y r e c o g n i s e d 
s u b j e c t departments as worthy of reward but made allowance 
f o r Heads of ' a d m i n i s t r a t i v e ' departments. A f u r t h e r 
dimension i n the s t r u c t u r e of middle management. 
Appendix V I I I 
( b ) ( i i ) I n l a r g e schools o f say 1,000 p u p i l s or more 
where t he school i s o r g a n i s e d i n t o s e c t i o n s , f o r 
example, lower s c h o o l , middle s c h o o l , a te a c h e r i n 
charge o f such a s e c t i o n may be a p p o i n t e d as Head of 
Department. (4 ) 
The c r e a t i o n of t h e numerous s c a l e post and the 
c o n c e n t r a t i o n on them i n n e g o t i a t i o n s , whether r e l a t i n g them 
t o management f u n c t i o n s or c a r e e r advancement, had a l t e r e d 
the balance o f reward payments i n s c h o o l s . 
... . i f we omit head t e a c h e r s from t h e f i g u r e s . . ... we 
f i n d t h a t i n 1947 t h e r e were 160,139 a s s i s t a n t t e a c h e r s , 
of whom 28,260 had po s t s above s c a l e , t h a t i s 15%. At 
31 March 1961 t h e r e were 237,047 a s s i s t a n t t e a c h e r s o f 
whom 85,880 had p o s t s above s c a l e r e p r e s e n t i n g 36,2%. 
So f a r as a s s i s t a n t t e a c h e r s are concerned, t h e r e f o r e , 
t h e o p p o r t u n i t i e s f o r p r o m o t i o n have been more t h a n 
doubled i n the l a s t 18 ye a r s , as the diagram .... 
shows ... ( 5 ) ( F i g . 1 . 5 ) 
The c l a i m o f the t e a c h e r s i n 1963 was f o r a f l a t r a t e 
i n c r e a s e of f i f t y pounds f o r a l l t e a c h e r s i n o r d e r t o r a i s e 
t h e g e n e r a l l e v e l o f s a l a r i e s , t o be f o l l o w e d i n 1965 by the 
o p p o s i t e argument f o r i n c r e a s e s i n all o w a n c e s , r e f e r r i n g i n 
t h e i r prime argument t o g e n e r a l economics r a t h e r than t o 
s p e c i f i c needs of t h e school system. Paragraph 23 of the 
A r b i t r a l Report s t a t e s : -
I t was argued t h a t t h e allowances f o r h o l d e r s o f graded 
p o s t s , heads o f departments and deputy heads needed t o 
be i n c r e a s e d s u b s t a n t i a l l y as the t e a c h e r ' s p r o s p e c t s 
were poor compared w i t h those i n o t h e r o c c u p a t i o n s and 
i t was i m p o r t a n t t o p r o v i d e adequate i n c e n t i v e s f o r t he 
a m b i t i o u s and capable. ( 6 ) 
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THE GROWTH OF ABOVE SCALE POSTS 
1947 - 1961. 
3001000 









a. x u < 











with posts above 
scale. 
HOW POSTS ABOVE SCALE HAVE INCREASED 
F i g . 1.5. 
Taken from "The Burnham S t o r e y " 1963. 
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I t i s i n t e r e s t i n g t o note t h a t t h e e m p l o y e r s ' p a n e l d i d 
not o b j e c t t o t h i s n o t i o n of p r o m o t i o n a l ' c a r r o t s ' . I n t u r n 
s c h o o l s t a f f s responded t o t h e v a s t range of s c a l e p o s t s and 
Head of Department g r a d e s and a p r o m o t i o n a l c i r c u s was 
c r e a t e d , w i t h s t a f f c h a s i n g the 'next grade' i n t h e same or 
d i f f e r e n t s c h o o l s . W h i l s t b e n e f i c i a l t o t h o s e engaged i n 
t h i s nomadic p u r s u i t of b e t t e r m e n t , the e f f e c t on the s c h o o l s 
was i n the main d i s r u p t i v e . T h i s was t o be noted i n t h e 1971 
a r b i t r a t i o n arguments of t h e e m p l o y e r s . 
P a r a . 140 
( c ) t h e e x c e s s i v e number of d i f f e r e n t a l l o w a n c e s 
produced i n s t a b i l i t y i n s t a f f i n g b e c a u s e i t o f t e n l e d to 
t e a c h e r s moving too r a p i d l y from one s c h o o l t o a n o t h e r 
i n s e a r c h of a h i g h e r a l l o w a n c e ; ( 7 ) 
Here we have the s i t u a t i o n of promoted p o s t s a c t u a l l y 
m i t i g a t i n g a g a i n s t t h e smooth management of s c h o o l s due to 
d i s c o n t i n u i t y i n s t a f f i n g and the g e n e r a l i n a b i l i t y of 
managers to p r e d i c t s t a f f i n g f o r c u r r i c u l a r development or 
even t i m e - t a b l e needs. 
T h e r e were, however, a d v a n t a g e s to be g a i n e d from t h i s 
s i t u a t i o n . Not immediate but n o n e t h e l e s s r e a l . The e f f e c t 
of moving from a s s i s t a n t t o s c a l e I I , t o s c a l e I I I , t o Head 
of Department, to Deputy Head o r w h a t e v e r , w h i c h was f o r many 
i n i t i a t e d by a w i s h f o r a b e t t e r s t a n d a r d of l i v i n g , produced 
many t e a c h e r s w i t h wide and v a r y i n g e x p e r i e n c e . Working i n 
t h e d i f f e r i n g i n s t i t u t i o n s ; Grammar S c h o o l s , Secondary 
Moderns, Comprehensives e t c . t h e s e t e a c h e r s had g a i n e d a 
d i v e r s e knowledge o f s i t u a t i o n s and p o s s i b l e r e s p o n s e s . They 
would become v a l u e d members of management teams i n t h e i r 
l a t e r s c h o o l s . 
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I n t h e 1961 Burnham r e p o r t p o s t s were l i n k e d t i g h t l y t o 
academic performance. I t was not u n t i l t h e 1971 agreement 
and the s i m p l i f i c a t i o n t o f i v e s c a l e s of payment t h a t t h e 
a l l o w a n c e s were l i b e r a t e d from p u r e l y s u b j e c t based 
c o n s i d e r a t i o n s . At t h i s s t a g e a d e f i n i t e a t tempt c a n be s e e n 
to s a t i s f y a need i n t h e s c h o o l s s y s t e m w h i c h was to c a t e r 
f o r t h e growth of the ' p a s t o r a l ' s y s t e m s d e v e l o p i n g i n many 
of t h e l a r g e r s c h o o l s . I t can be s e e n i n t h e arguments t o 
the A r b i t r a l body of 1971 t h a t t h e d u t i e s of t e a c h e r s had 
expanded i n s o c i a l c a r i n g i n o r d e r t o f a c i l i t a t e t h e l e a r n i n g 
s i d e o f s c h o o l i n g . 
27) Moreover t h e j o b i t s e l f has become more onerous . 
I n many a r e a s , the l o o s e n i n g of p a r e n t a l c o n t r o l , 
t o g e t h e r w i t h much g r e a t e r t e m p t a t i o n s t h a t f a c e d 
c h i l d r e n o u t s i d e s c h o o l , had p r e s e n t e d t e a c h e r s w i t h 
d i s c i p l i n a r y problems t h a t d i d not e x i s t a few y e a r s 
ago. At t h e same time t e a c h e r s were e x p e c t e d t o 
u n d e r t a k e r e s p o n s i b i l i t i e s of p e r s o n a l g u i d a n c e and 
c o u n s e l l i n g w h i c h u s e d not t o be p a r t o f the t e a c h e r s ' 
d u t y ( 8 ) 
The e m p l o y e r s too were aware o f needs w i t h i n t h e 
management of s c h o o l s s t a t i n g i n t h e i r arguments:-
123) ( a ) t h e number of p o s t s of r e s p o n s i b i l i t y r e q u i r e d 
i n a s c h o o l i n c r e a s e d w i t h t h e age o f the c h i l d r e n , w i t h 
the s p e c i a l i s a t i o n of t h e work, and w i t h t h e w i d e r range 
of a c t i v i t i e s u n d e r t a k e n and t h e more complex 
o r g a n i s a t i o n of s e c o n d a r y s c h o o l s . ( 9 ) 
T h i s l a s t r e f e r e n c e t o complex o r g a n i s a t i o n was c a r r i e d 
t h rough t o the 1972 awards wh i c h saw the e s t a b l i s h m e n t of the 
p o s t of S e n i o r T e a c h e r . T h i s was t o be a p o s i t i o n between a 
S c a l e 5 p o s t and t h a t of Deputy Head, an a d m i n i s t r a t i v e 
p o s i t i o n , r e c o g n i s i n g t h e need f o r a t h i r d l a y e r of 
a d m i n i s t r a t i o n w i t h i n t h e l a r g e r s c h o o l s . The r e s u l t i n g 
range of p o s t s : D e p u t i e s , S e n i o r T e a c h e r s , Heads of 
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Departments (b o t h academic and p a s t o r a l ) and lower s c a l e 
p o s t s of r e s p o n s i b i l i t y gave s c h o o l s an e x t r e m e l y f l e x i b l e 
s i t u a t i o n from which to c o n s t r u c t t h e i r management 
s t r u c t u r e s , ( f i g . 1 . 4 ) 
With t h e c o n t r a c t i o n of the f i v e main r e s p o n s i b i l i t y 
g r a d e s to f o u r i n 1971 the s t r u c t u r e of management teams were 
by now a c c e p t e d i n t h e i r v a r y i n g forms, p o s t s b e i n g awarded 
w i t h i n the s c h o o l s as would b e s t b e n e f i t each e s t a b l i s h m e n t . 
S t a t u s was e s t a b l i s h e d w i t h i n t h e v a r i o u s s c a l e s and t h e i r 
a s s o c i a t e d r e s p o n s i b i l i t i e s p r o d u c i n g the h i e r a r c h i c a l 
' p ecking o r d e r ' of management. 
The system of r e m u n e r a t i o n , i t s e l f a compromise between 
s e c t i o n a l i n t e r e s t s , t h u s h e l p e d to c r e a t e a h i e r a r c h y 
of s t a t u s l e v e l s w h i c h c o u l d be used f o r d i f f e r e n t i a l 
r e s p o n s i b i l i t i e s ; y e t i t was i n t e n d e d a s a c a r e e r 
i n c e n t i v e by t h e (Burnham) management p a n e l and by some 
u n i o n s as a way of r e s t o r i n g the d i f f e r e n t i a l s a l a r y 
e n j o y e d by the grammar s c h o o l t e a c h e r s b e f o r e the 1945 
s e t t l e m e n t . E v e n t u a l l y a v a i l a b i l i t y of p o s t s to c a r r y 
m a n a g e r i a l r e s p o n s i b i l i t y may t h u s be i n t e r p r e t e d as an 
i n d i r e c t consequence of s a l a r y n e g o t i a t i o n s . ( 1 0 ) 
At the time of w r i t i n g s c h o o l s f a c e the p o s s i b i l i t y of a 
r a d i c a l change i n management s t r u c t u r e i n s c h o o l s . Not t h a t 
the c u r r e n t systems of management a r e i n e f f i c i e n t or out of 
da t e , but, l i k e i t s development over t h e p a s t y e a r s , t h e 
management s t r u c t u r e i s e x t r a c t e d from the c a r e e r pay s c a l e s 
of t e a c h e r s a s a whole and has not been the predominant 
i n f l u e n c e on g e n e r a l s a l a r y s t r u c t u r e . The c u r r e n t c l i m a t e 
of f a l l i n g r o l l s i n s c h o o l s , s c h o o l c l o s u r e s , redeployment of 
s t a f f e t c . has produced i n s c h o o l s d u p l i c a t i o n of s c a l e p o s t s 
w hich cannot be absorbed e a s i l y under the e x i s t i n g r u l e s . 
The e f f e c t i s not on the management i t s e l f but on the 
p r o m o t i o n a l p o s s i b i l i t i e s of s t a f f . 
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John S u t t o n o b s e r v e s : -
By 1984 .... more and more good t e a c h e r s , who might have 
e x p e c t e d speedy promotion i n the 1970's found t h e m s e l v e s 
b l o c k e d on S c a l e .1 or, a t b e s t , S c a l e 2, a t s a l a r y 
l e v e l s which had s t e a d i l y d e c l i n e d i n r e l a t i v e terms. 
From the head's p o i n t of view, the o p p o r t u n i t y to p i c k 
out and recommend f o r promotion t a l e n t e d young 
c o l l e a g u e s and so m a i n t a i n a dynamic s t r u c t u r e was 
s e v e r e l y c o n s t r a i n e d . ( 1 1 ) 
I n 1986 the p r o p o s a l s were f o r a ' p r o f e s s i o n a l grade', 
w i t h o u t a l l o w a n c e s , e n a b l i n g a l l t e a c h e r s to r e a c h t h e 
h i g h e s t pay l e v e l . A few above 'maximum' payments were to be 
made to top management, Deputy Heads e t c . , but middle and 
lower management p o s t s would d i s a p p e a r . R e p l a c i n g the middle 
p o s t s , i t was proposed, would be ' c o l l e g i a t e r e s p o n s i b i l i t y ' 
from t h o s e on the top of the ' p r o f e s s i o n a l grade'. T h i s 
proposed a r a d i c a l change from the h i e r a r c h i c a l s t r u c t u r e s 
then i n e x i s t e n c e and r e q u i r e d r e t h i n k i n g , r e m o d e l l i n g and 
redeployment w i t h i n the management framework of 
r e s p o n s i b i l i t i e s . 
The a c t u a l developments imposed by the Department of 
E d u c a t i o n and S c i e n c e w i l l be d i s c u s s e d more f u l l y i n the 
c o n c l u d i n g c h a p t e r 8. 
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CHAPTER 2 
THEORETICAL PERSPECTIVES 
The h i s t o r i c a l development of management i n s c h o o l s , 
o u t l i n e d i n c h a p t e r 1, was p e r h a p s one of random i n f l u e n c e s ; 
some p e r t i n e n t t o t h e development of management w h i l s t some 
i n f l u e n c e s were knock-on e f f e c t s from o t h e r c o n s i d e r a t i o n s . 
With t h e growth of management s t r u c t u r e s i n s c h o o l s i t 
was o b s e r v e d t h a t some were more e f f e c t i v e t h a n o t h e r s and 
i n t e r e s t i n t h e t h e o r y of management grew. T h e r e e x i s t e d 
many s t u d i e s on management of o r g a n i s a t i o n s s u c h a s 
i n d u s t r y , the c i v i l s e r v i c e , armed f o r c e s e t c . . The 
i m p o r t a n t q u e s t i o n was: 'Could some of the t h e o r i e s 
d e v e l o p e d t h e r e be of u s e or a p p l i c a t i o n i n the s c h o o l 
s i t u a t i o n ? ' The t h e o r i s t s thought t h a t t h i s was p o s s i b l e . 
B r i e f l y s t a t e d , t h e new p e r s p e c t i v e s of e d u c a t i o n a l 
a d m i n i s t r a t i o n a r e a r e s u l t o f : 
1. An e f f o r t t o c h a r a c t e r i s e a d m i n i s t r a t i o n a s a 
s c i e n c e and an a d m i n i s t r a t o r a s a p r o f e s s i o n a l p e r s o n ; 
2. I n t e n s i v e s t u d y of a d m i n i s t r a t i o n a s a phenomenon 
of b e h a v i o u r s , p e r f o r m a n c e s , s o c i a l i n t e r a c t i o n s human 
r e l a t i o n s h i p s and t h e l i k e ; 
3. The a p p l i c a t i o n of t h e o r y and model c o n s t r u c t s to 
t h e s t u d y of a d m i n i s t r a t i o n ; 
4. An a n a l y s i s and d i f f e r e n t i a t i o n of a d m i n i s t r a t i o n 
i n t o two d i m e n s i o n s - c o n t e n t and p r o c e s s ; 
5. A r e c o g n i t i o n o f the new f o r c e s t h a t shape 
p e r s p e c t i v e s i n a d m i n i s t r a t i o n - new t e c h n o l o g i e s , 
p o p u l a t i o n phenomena, i d e o l o g i c a l c o n f l i c t s and changes 
i n v a l u e s y s t e m s , knowledge e x p l o s i o n , and t h e l i k e ; 
6. A mounting i n t e r e s t o f s c h o l a r s and r e s e a r c h e r s i n 
the s t u d y of a d m i n i s t r a t i o n . ( 1 ) 
However, many e d u c a t i o n a l p r a c t i t i o n e r s r e g a r d e d t h e n o t i o n 
of c l a s s i f y i n g s c h o o l s and p u p i l s i n terms of i n p u t 
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p r o c e s s e s and o u t p u t s , raw m a t e r i a l s and f i n i s h e d p r o d u c t s 
a s an a l i e n c o n c e p t . Thus t h e r e e x i s t s t o t h i s day an 
uneasy c o h a b i t a t i o n of t h e o r y and p r a c t i c e w i t h i n e d u c a t i o n . 
Both g e n e r a l and s p e c i f i c t h e o r i e s to e d u c a t i o n , however, 
have been produced. I n t h i s c h a p t e r mention w i l l be made of 
some of t h e more r e l e v a n t s t u d i e s and t h e i r c o n t r i b u t i o n t o 
management i n s c h o o l s . 
We must t a k e a s a s t a r t i n g p o s i t i o n a s t a n c e of c a u t i o n , 
but not s c e p t i c i s m . I n o r d e r t o a p p r e c i a t e what t h e o r i e s 
have t o o f f e r i t must be f i r s t acknowledged what t h e o r y 
a c t u a l l y i s . 'Have the t h e o r i s t s i n v e n t e d t h e i r t h e o r y or 
l a w ? ' ; 'Does t h e p r a c t i t i o n e r a l r e a d y f o l l o w o r a d m i n i s t e r 
the b a s i c l a w ? ' . Remember Newton d i d not i n v e n t g r a v i t y . 
He 'merely' o b s e r v e d and a n a l y s e d i t ' s a c t i o n - but what a 
d i f f e r e n c e the s t a t e m e n t of h i s o b s e r v a t i o n s has made t o . t h e 
w o r l d of s c i e n c e ! E i n s t e i n p o s e s a note of c a u t i o n t o a l l 
r e s e a r c h e r s and u s e r s of t h e o r y : 
I n our endeavour to u n d e r s t a n d r e a l i t y we a r e somewhat 
l i k e a man t r y i n g t o u n d e r s t a n d t h e mechanism of a 
c l o s e d watch. He s e e s t h e f a c e and the moving hands, 
even h e a r s t h e t i c k i n g , but he has no way of opening 
the c a s e . I f he i s i n g e n i o u s he may form some p i c t u r e 
of a mechanism whi c h c o u l d be r e s p o n s i b l e f o r a l l t h e 
t h i n g s he o b s e r v e s , but he may n e v e r be q u i t e s u r e h i s 
p i c t u r e i s t h e o n l y one w h i c h c o u l d e x p l a i n h i s 
o b s e r v a t i o n s . He w i l l n e v e r be a b l e t o compare h i s 
p i c t u r e w i t h t h e mechanism and he cannot even imagine 
the p o s s i b i l i t y o r meaning of s u c h a c omparison. ( 2 ) 
H a l p i n p u t s f o r w a r d t h e p r o p o s i t i o n f o r an o r d e r e d 
approach t o t h e o r e t i c a l s t u d y ; an a p p e a l f o r c o n f o r m i t y i n 
the use of language by t h e o r i s t s and p r a c t i t i o n e r s ; a 
r e c o g n i t i o n of what i s a b s t r a c t e d t h e o r y and what i s 
p r e s c r i p t i v e b e h a v i o u r . 
PAGE 21 
C h a p t e r 2 
I n our e f f o r t s t o d e v e l o p t h e o r y i n e d u c a t i o n a l 
a d m i n i s t r a t i o n we have been impeded by t h r e e 
s u b s t a n t i v e p r o b l e m s : ( 1 ) We have not been c l e a r about 
the meaning of t h e o r y . ( 2 ) We have tended t o be 
p r e o c c u p i e d w i t h taxonomies and have c o n f u s e d them w i t h 
t h e o r i e s . ( 3 ) We have not been s u r e of the p r e c i s e 
domain of the t h e o r y we a r e s e e k i n g t o d e v i s e . ( 3 ) 
I s i t n e c e s s a r y t o f o l l o w the p a t h of r e s e a r c h i n t o 
e d u c a t i o n a l management? I s not a d e v e l o p m e n t a l model l i k e 
t h a t of e v o l u t i o n s a t i s f a c t o r y ? P e r h a p s t h e b a s i c t h e o r y ; 
" I f i t works today - do i t a g a i n tomorrow. Or i f i t does 
not work today - t r y something e l s e tomorrow" c o u l d be 
s u f f i c i e n t ? 
The above model i s o b v i o u s l y i n s u f f i c i e n t f o r t o d a y ' s 
w o r l d . The u s e of t h e o r y may s h o r t c i r c u i t t h e above, by 
p r o p a g a t i n g t h e o b s e r v a t i o n s and r e s u l t s o f o t h e r s ' 
e x p e r i e n c e s : " I f i t worked f o r someone e l s e y e s t e r d a y - I ' l l 
t r y i t tomorrow." T h e r e i s no need f o r t h e a d m i n i s t r a t o r t o 
w a i t f o r t h e a p p l e of i n s p i r a t i o n t o f a l l on h i s head. 
A second more i m p o r t a n t f e a t u r e of t h e o r y i s t h a t i t w i l l 
p r o v i d e us w i t h a l t e r n a t i v e s w h i c h may b r e a k us out of a 
c l o s e d loop of sameness of a c t i o n . H a r r i s o n Brown makes 
t h i s p o i n t w e l l : 
As t he s u r v i v a l of our remote a n c e s t o r s was dependent 
upon t h e i r a b i l i t y to c a p t u r e game, our own s u r v i v a l i s 
dependent upon our a b i l i t y t o g e n e r a t e and c a p t u r e 
i d e a s . The c o n s t a n t s e a r c h f o r p r a c t i c a l a p p l i c a t i o n 
and f o r t h e o b v i o u s r e s u l t w i t h t h e c o nsequent 
e x c l u s i o n o f o t h e r i n t e l l e c t u a l p u r s u i t s c a n o n l y l e a d 
to t h e n o u r i s h m e n t of m e d i o c r i t y and e v e n t u a l l y t o our 
d o w n f a l l . ( 4 ) 
One of the drawbacks t h a t have b e s e t t h e a c c e p t a n c e of 
t h e o r y a s d i r e c t l y r e l e v a n t t o s c h o o l s i s t h e u s e of 
s p e c i a l i s e d l a n g u a g e . H a l p i n a s k s i n v e s t i g a t o r s t o produce 
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c l e a r d e f i n i t i o n s of any new words us e d o r any new use of 
e s t a b l i s h e d words. He a l s o e n c o u r a g e s t h e p r a c t i t i o n e r t o 
c h a l l e n g e o r r e q u e s t c l a r i f i c a t i o n of t h e t h e o r i s t ' s j a r g o n , 
f o r t h e v a l u e of t h e o r y i s o n l y o b t a i n e d i f communication 
t a k e s p l a c e . 
The a d m i n i s t r a t o r , however, does not a l w a y s d e t e c t 
s h o r t c o m i n g s i n how t h e s o c i a l s c i e n t i s t s f o r m u l a t e 
problems. He o f t e n a l l o w s h i m s e l f t o be i m p r e s s e d by 
t h e s c i e n t i s t ' s t e c h n i c a l j a r g o n ; he i s a f r a i d t h a t by 
a s k i n g q u e s t i o n s he w i l l expose h i s n a i v e t e . T h i s i s 
u n f o r t u n a t e , f o r hokum c a n s u f f u s e t h e s c i e n t i s t ' s 
l anguage. 
Ea c h s e t of p l a y e r s has h i s own d e f e n c e mechanism. 
The s c i e n t i s t becomes i n c r e a s i n g l y d i s d a i n f u l i n 
c a s t i n g h i s p e a r l s of wisdom On t h e o t h e r hand, 
t h e p r a c t i t i o n e r c o n s o l e s h i m s e l f w i t h t h e knowledge 
t h a t he i s i n t h e ' r e a l ' f i r i n g l i n e , t h a t what he 
c o n t r i b u t e s t o h i s s c h o o l i s more i m p o r t a n t t h a n any 
m i s t y t h e o r y . ( 5 ) 
The p a t h to t h e o r y i s mapped out by Owens (1970) p.41 
( s e e f i g . 2 . 1 ) and e a c h s t a g e of t e r m i n o l o g y i s e x p l a i n e d 
from * f a c t ' t o 'law'. 
' F a c t ' i s t h e o b s e r v e d b e h a v i o u r o r p r o d u c t of t h e 
o b s e r v e d b e h a v i o r ; t a k i n g c a r e not t o i n c l u d e our own 
p e r c e p t i o n s of t h e f a c t s or v a l u e judgements. 'Concept' i s 
t h e development of a g r e e d meanings of words and p h r a s e s w i t h 
w h i c h we can work, f o r p r o g r e s s w i t h o u t d e f i n i t i o n and 
u n d e r s t a n d i n g i s i m p o s s i b l e . Then comes 'Presumption' of 
c o n n e c t i o n s l i n k i n g t h e o b s e r v e d f a c t s i n t o groups o r a 
c a u s e and e f f e c t r e l a t i o n s h i p . T h i s i s t o be f o l l o w e d by 
'Assumption' i n w h i c h t h e p r e s u m p t i o n i s assumed t o be t r u e 
a s a n u l l - h y p o t h e s i s f o r t e s t i n g i n some s t a t i s t i c a l manner. 
The c o l l e c t i o n of a s s u m p t i o n s t h a t have s u r v i v e d t h e r i g o u r s 
o f t e s t i n g c a n t h e n be termed a 'Theory'. 
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H i e r a r c h y o f terms u s e f u l i n d e a l i n g 
w i t h t h e o r y . 
Owens, R. G., ( 1 9 7 0 ) , p. 41. 
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I f t h e t h e o r y c a n be t e s t e d and a p p l i e d i n p r a c t i c e , w i t h 
r e p e a t e d p o s i t v e r e s u l t s ( s u c c e s s ) t h e n we may s a y t h a t we 
have a 'Law' r e l a t i n g the f a c t s . 
The manager who shows i n t e r e s t i n t h e o r i e s must be aware 
of t h e l e v e l of a p p l i c a t i o n of t h e s t u d i e s : whether t h e y a r e 
m a c r o - t h e o r i e s d e a l i n g w i t h management a s a whole; t h e 
i n t e r a c t i o n s of groups o r o t h e r s o c i o l o g i c a l i n v o l v e m e n t s , 
o r whether i t i s a m i c r o - s t u d y of p e r s o n a l i t i e s , o f 
m o t i v a t i o n s o r of i n t e r r e l a t i o n s h i p s . The r e a d e r must a l s o 
be a b l e t o r e c o g n i s e taxonomies a s s u c h and not i n t e r p r e t 
them a s t h e o r i e s . 
T h i s i s the p l a c e too where we must be s u r e t o keep 
our " i s ' s " and "ought's" s t r a i g h t , we must be p r e p a r e d 
t o t a k e a l l our h i d d e n v a l u e a s s u m p t i o n s out i n t o the 
open and make them e x p l i c i t . ( 6 ) 
I f t h e manager and t h e o r i s t a r e t o work t o g e t h e r t h e r e 
must be a mutual r e s p e c t f o r one a n o t h e r , but i n t h i s 
r e s p e c t t h e r e must be an a w a r e n e s s t h a t not a l l p r a c t i c e i s 
good, n e i t h e r i s a l l t h e o r y . I t i s h o n e s t y and openness 
which w i l l promote t h i s c o h a b i t a t i o n and e a c h must not run 
t o h i s own c o r n e r and hope to s u r v i v e i n proud i s o l a t i o n . 
"How c a n a d m i n i s t r a t i v e t h e o r y be a p p l i e d by the 
s u p e r i n t e n d e n t ? " I t h i n k when we pose t h e q u e s t i o n i n 
t h i s form, we i n v i t e c o n f u s i o n . T h i s i s t h e wrong 
q u e s t i o n , or a t b e s t i t i s a premature q u e s t i o n a t t h i s 
j u n c t u r e . I t would be b e t t e r t o a s k , "How c a n t h e 
p r a c t i t i o n e r u s e t h e s o c i a l s c i e n t i s t s ' f i n d i n g s t o 
s h a r p e n h i s a n a l y s i s of t h e s o c i a l s i t u a t i o n s w i t h 
w h i c h he must d e a l ? " . . . T h e r e a r e a l s o a few ways of 
t h i n k i n g about s o c i a l and o r g a n i s a t i o n a l phenomena 
which w i l l h e l p him d i s c e r n the s i m i l a r i t i e s and 
d i f f e r e n c e s between day-to-day a d m i n i s t r a t i v e 
s i t u a t i o n s , and t h u s e n a b l e him t o make w i s e r 
d e c i s i o n s . ( 7 ) 
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T h i s r e s p o n s e by H a l p i n , t o t h e managers' p r i m a r y 
q u e s t i o n , i s an h o n e s t e v a l u a t i o n of t h e r e l e v a n c e of 
t h e o r y . I t has not been brought about m e r e l y t o s e r v e t h e 
p a r t i c u l a r needs of e d u c a t o r s i n v o l v e d i n a d m i n i s t r a t i o n . 
I n d e e d many of t h e t h e o r i e s had t h e i r f o u n d a t i o n s i n 
i n d u s t r y , b u s i n e s s and o t h e r e n v i r o n m e n t s . I t i s t h e t a s k 
of the e d u c a t i o n a l a d m i n i s t r a t o r t o examine t h e t h e o r i e s and 
g l e a n from them w h a t e v e r he may f i n d of u s e . 
T h i s does not mean t h a t s c h o o l s ought t o ape 
b u s i n e s s , u n i v e r s i t i e s or even c o - o p e r a t i v e s , but t h e y 
do need t o u n d e r s t a n d what d i f f e r e n t c u l t u r e s , 
s t r u c t u r e s and s y stems of c o n t r o l a r e open t o them, and 
what t h e a d v a n t a g e s a r e of e a c h . ( 8 ) 
The t h e o r i e s d i s c u s s e d or r e f e r r e d t o i n t h e r e m a i n d e r of 
t h i s c h a p t e r a r e not i n t e n d e d t o provi.de an e x h a u s t i v e s t u d y 
of the t h e o r i e s a v a i l a b l e t o t h e e d u c a t i o n a l managers. They 
a r e m e r e l y a c o l l e c t i o n of t h e o r i e s a p p l i c a b l e t o e d u c a t i o n 
w h i c h have r e l e v a n c e a s t h e o r e t i c a l p e r c e p t i o n s of 
management i n s c h o o l s . 
I f t h e r e i s t o be any o r d e r t o t h e i r d i s c u s s i o n i t c o u l d 
be from t h e m a c r o s c o p i c s t u d i e s of- o r g a n i s a t i o n s and 
a b s t r a c t n o t i o n s s u c h a s 'power' t o t h e m i c r o s c o p i c v i e w i n g 
of t h e p e r s o n a l i t i e s of p e o p l e w i t h whom th e manager i s 
working. 
I n o r d e r t o manage, the manager must have an 
u n d e r s t a n d i n g of t h e p e o p l e and t h i n g s w h i c h he i s t o 
manage. 'Th i n g s ' a r e e a s y t o cope w i t h a s t h e y a r e s t a t i c 
and respond w i t h i n t h e laws of p h y s i c s t o any i n f l u e n c e upon 
them. 'People', however, a r e more u n p r e d i c t a b l e i n t h e i r 
PAGE 26 
C h a p t e r 2 
r e s p o n s e to s t i m u l a e . A r e a l i s a t i o n t h a t has l e d t o many 
t h e o r e t i c a l i n v e s t i g a t i o n s . The a c t i o n s we choose i n 
d e a l i n g w i t h p e o p l e depend v e r y much on how we presume th e y 
w i l l r e s p o n d . T h i s p r e s u m p t i o n on our p a r t , of l i k e l y 
b e h a v i o u r , i s based upon our p e r c e p t i o n of people - or the 
i n d i v i d u a l . 
McGregor t a k e s t h i s i d e a and p o s t u l a t e s two t h e o r i e s : "X" 
and "Y" w h i c h he s t a t e s a r e p o s s i b l e v i e w s of human n a t u r e . 
Theory X ( w h i c h ) p o s t u l a t e s 3 b a s i c p r o p o s i t i o n s . 
( 1 ) The a v e r a g e human b e i n g has an i n h e r e n t d i s l i k e 
f o r work and w i l l a v o i d i t i f he c a n . 
( 2 ) B e c ause of t h i s c h a r a c t e r i s t i c , most p e o p l e must 
be c o e r c e d , c o n t r o l l e d , d i r e c t e d and t h r e a t e n e d w i t h 
punishment so t h a t t h e y w i l l work toward t h e 
o r g a n i s a t i o n ' s g o a l s . 
( 3 ) The a v e r a g e human b e i n g p r e f e r s s e c u r i t y , and w i l l 
a v o i d r e s p o n s i b i l i t y . ( 9 ) 
T h i s t h e o r y , i f adopted by a manager, w i l l l e a d him t o 
make d e c i s i o n s and t a k e a c t i o n s w h i c h a r e p u r e l y d i r e c t i v e , 
t h r e a t e n i n g and s c e p t i c a l of t h e r e s p o n s e of t he w o r k f o r c e . 
I t t a k e s no a c c o u n t of t h e t r a i t s l i k e a s p i r a t i o n , t r u s t , 
e n t h u s i a s m , l o y a l t y e t c . which may w e l l be p r e s e n t i n t h e i r 
employees and c o l l e a g u e s . B e l i e v i n g o n l y t h e o r y X t h e 
manager w i l l c l o s e , t o h i m s e l f , many avenues of p r a c t i c e 
w h i c h c o u l d e x p l o i t t h o s e m i s s i n g a t t r i b u t e s . 
( H i s ) t h e o r y Y embraces some v e r y d i f f e r e n t i d e a s : 
( 1 ) P h y s i c a l work and me n t a l work a r e a s n a t u r a l a s 
p l a y , i f t h e y a r e s a t i s f y i n g . 
( 2 ) Man w i l l e x e r c i s e s e l f - d i r e c t i o n and s e l f c o n t r o l 
t owards an o r g a n i s a t i o n ' s g o a l s i f he i s committed t o 
them. 
( 3 ) Commitment i s a f u n c t i o n of r e w a r d s . The b e s t 
r e w a r d s a r e s a t i s f a c t i o n of ego and s e l f a c t u a l i s a t i o n . 
( 4 ) The a v e r a g e p e r s o n c a n l e a r n to a c c e p t and s e e k 
r e s p o n s i b i l i t y . A voidance o f i t and emphasis on 
s e c u r i t y a r e l e a r n e d and not i n h e r e n t c h a r a c t e r i s t i c s . 
( 5 ) C r e a t i v i t y , i n g e n u i t y , and i m a g i n a t i o n a r e 
w i d e s p r e a d among pe o p l e and do not o c c u r o n l y i n a 
s e l e c t e d few. ( 1 0 ) 
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S t r e s s i n g t h e more h o p e f u l a t t r i b u t e s of human n a t u r e 
w i l l l e a d t o a management s t y l e w h i c h i s m o s t l y 
i n s p i r a t i o n a l . T h a t i s , based on i n s p i r i n g , w i t h i n t h e 
w o r k f o r c e , moves towards e n h a n c i n g a t t r i b u t e s of t h e o r y Y. 
I f t h e manager r e l i e s s o l e l y upon s e l f c o n t r o l , 
commitment, n a t u r a l impetus t o work and s e l f a c t u a l i s a t i o n 
and c r e a t i v e l e a d e r s h i p coming n a t u r a l l y from h i s w o r k f o r c e 
he may f i n d h i s aims and o b j e c t i v e s r e p e a t e d l y l e f t 'high 
and d r y ' or 'sunk w i t h o u t t r a c e ' by t h o s e who do not f u l f i l 
t h i s s e t of c h a r a c t e r i s t i c s . I f p e o p l e f u l f i l e i t h e r of t h e 
s e t s of c r i t e r i a of t h e o r y X or t h e o r y Y t h e n management 
would would be e a s y . An ' e i t h e r - o r ' s e t of a c t i v i t i e s would 
be a l l t h a t was r e q u i r e d t o cope w i t h w h i c h e v e r t h e o r y 
p r e v a i l e d i n t h e worker. I n f a c t what we have i n e a c h 
member of t h e working p o p u l a t i o n i s an i n t e r m i x of s e v e r a l 
o r a l l o f t h e f a c t o r s from both t h e o r y g r o u p i n g s . These 
g r o u p i n g s t h e m s e l v e s waxing and waning i n t h e i r dominance a t 
d i f f e r e n t t i m e s d u r i n g a p e r s o n ' s a c t i v i t i e s . 
I t i s f e l t t h a t t h e purpose of McGregor's X and Y 
t h e o r i e s i s t o h i g h l i g h t t h e f a c t t h a t t h e management of 
p e o p l e cannot be of one s t y l e a l o n e . The extremes posed by 
McGregor f o c u s e s a t t e n t i o n , i n t u r n , a t o p p o s i t e ends of t h e 
s p e c t r u m of p o s s i b i l i t i e s . The manager's r e s p o n s e t o t h e 
d i f f e r i n g t h e o r i e s , i f each i s assumed c o r r e c t i n t u r n , w i l l 
h i g h l i g h t t h e d i v e r s i t y of t r e a t m e n t s p o s s i b l e when d e a l i n g 
w i t h c o l l e a g u e s o r s u b o r d i n a t e s . I t i s t h e w i s e manager who 
r e c o g n i s e s t h e m i x t u r e s p r e s e n t i n t h e i r s u b o r d i n a t e s and 
can produce a s u i t a b l e admix of c o n t r o l s and s t i m u l i t o 
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o b t a i n the d e s i r e d r e s p o n s e s . 
T h i s g l o b a l view of 'man', t h e m a t e r i a l of management, 
can be matched w i t h g l o b a l t h e o r i e s c o n c e r n i n g s t u c t u r e s of 
management, t h e most s i g n i f i c a n t of which must be Max 
Weber's ' B u r e a u c r a c y ' . 
A c c o r d i n g to Max Weber ... s t a t e d b r i e f l y , a 
b u r e a u c r a c y i s an o r g a n i s a t i o n t h a t a c h i e v e s the 
epitome of e f f i c i e n c y and r a t i o n a l i t y w h i l e a t t h e same 
ti m e r e s t i n g on a bedrock of l e g i t i m a c y . ( 1 1 ) 
T h i s l e g i t i m a c y was t h a t of ' l e g a l a u t h o r i t y ' , t h a t i s 
c r e a t e d and u p h e l d by l e g i s l a t i o n . The major c o n s t r u c t s of 
the B u r e a u c r a c y Theory were: 
( 1 ) A h i e r a r c h y of o f f i c e s , (where p o s i t i o n s h o l d t i t l e 
and s a l a r y commensurate w i t h s k i l l and r e s p o n s i b i l i t y . ) 
( 2 ) R u l e s and r e g u l a t i o n s g o v e r n i n g t h e a c t i v i t i e s and 
i n t e r r e l a t i o n s h i p s w i t h i n and between e s t a b l i s h m e n t s . 
( 3 ) S p e c i a l i s a t i o n of t a s k s - w i t h a s s o c i a t e d j o b 
d i f f e r e n t i a t i o n . 
( 4 ) I m p e r s o n a l i t y - r u l e s were r e q u i r e d t o d e a l w i t h a l l 
o c c u r r e n c e s i r r e s p e c t i v e of p e r s o n a l i t i e s i n v o l v e d . 
( 5 ) W r i t t e n r e c o r d s where n e c e s s a r y t o m a i n t a i n 
communication, t r a c e a b l e a c t i o n . 
( 6 ) P e r s o n n e l were t o be s a l a r i e d t h u s removing a n x i e t i e s 
o v e r pay, t h u s p r o d u c i n g a l o y a l w o r k f o r c e . 
( 7 ) The s y s t e m would have c o n t r o l o f i t s r e s o u r c e s . 
S i l v e r shows t h e B u r e a u c r a t i c s y s t e m a s a pyramid: 
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F i g . 2.2 
of offices 
Rules (6 




Control of resources 
LEGAL AUTHORITY 
Characteristics of Bureaucracy as a Pure Type 
S i l v e r , P., ( 1 9 8 3 ) , p. 78. 
The d iagram r e f l e c t s t h e c l a s s i c a l p y r amid of 
r e s p o n s i b i l i t y t h a t we f i n d i n many o r g a n i s a t i o n s , not l e a s t 
i n the l a r g e r s c h o o l s . A l l t h i s based upon the f i r m 
f o u n d a t i o n of t h e l e g a l a u t h o r i t y of v a r i o u s e d u c a t i o n a c t s , 
whose r e s p o n s i b i l i t y f o r i m p l e m e n t a t i o n h a s been p a s s e d down 
through the h i e r a r c h y of o f f i c e s . The argument t h a t the 
o r g a n i s a t i o n based on l e g a l a u t h o r i t y i s more e f f e c t i v e t h a n 
one based on ' t r a d i t i o n a l ' or ' c h a r i s m a t i c ' a u t h o r i t y , 
r e c o g n i s e s the e x i s t e n c e of o t h e r forms of power. 
I t i s when r e q u e s t s o r d i r e c t i v e s e x c e e d t h e s e 
l e g i t i m a t e b o u n d a r i e s t h a t n o n - l e g a l a u t h o r i t y and 
o t h e r forms of power a r e l i k e l y t o come i n t o u s e . ( 1 2 ) 
The i d e a of power became a f o c u s f o r E t z i o n i ( 1 9 7 5 ) . He 
i d e n t i f i e d t h r e e t y p e s of power w h i c h he c a l l e d ' C o e r s i v e ' , 
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'Normative', and 'Remunerative'. I n h i s C o m p l i a n c y Theory 
( i b i d . ) he l i n k s t h e t y p e s of power w i t h t h e d i f f e r i n g 
l e v e l s of i n v o l v e m e n t d i s p l a y e d by p a r t i c i p a n t s i n a system. 
H i s t h r e e l e v e l s o f i n v o l v e m e n t a r e ' A l i e n a t i v e ' , 
' C a l c u l a t i v e ' and 'Moral'. A l i e n a t i v e i n v o l v e m e n t comes 
from t h o s e who a r e a n t a g o n i s t i c t o t h e regime o r aims of the 
o r g a n i s a t i o n . Thus t o o b t a i n c o m p l i a n c e a c o e r c i v e s t y l e of 
power i s o f t e n u t i l i s e d . S i m i l a r l y w i t h t h o s e whose 
a t t i t u d e i s more c a l c u l a t i n g t h e power of r e m u n e r a t i o n and 
reward i s t h e u s u a l means of a c h i e v i n g t h e i r i n v o l v e m e n t . 
F o r t h o s e who f e e l a moral i n v o l v e m e n t i n an o r g a n i s a t i o n a 
normative management s t r u c t u r e i s s u f f i c i e n t t o a c h i e v e 
c o m p l i a n c e . 
The f o l l o w i n g d i a g r a m i s produced i n S i l v e r ( 1 9 8 3 ) p.101: 
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PAGE 31 
T a b l e 2.1. 
C h a p t e r 2 
z < (3 
DC O 
X ai - i a. 2 O o 
UJ o z < 
—1 
a. 
O O u. O 












V) - C e 
> 




















































Id O U 
S i l v e r , P., ( 1983 ) , p. 10. 
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A. Open climate 
B. Autonomous climate 
C. Controlled climate 
D. Familiar climate 
E. Paternal climate 
F. Closed climate 
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Y777, 
^Figure 8-2^ Graphic Profiles of Six School Climates 
S i l v e r , P. , ( 1983 ) , p. 185. 
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E t z i o n i s t a t e s t h a t c o m p l i a n c e w i t h i n o r g a n i s a t i o n s f i t s 
one of t h e s e n i n e c a t e g o r i e s . The ' C o e r s i v e ' , ' U t i l i t a r i a n ' 
and 'Normative' p r o v i d i n g t h e most s t a b l e o r g a n i s a t i o n s , 
w h i c h he terms 'congruent' power/involvement p a t t e r n s . 
W i t h i n t h e c o m p l i a n c e t h e o r y we see an a t tempt t o combine 
t h e e f f e c t s of power w i t h t h e n a t u r e of p e o p l e w i t h i n t h e 
o r g a n i s a t i o n s . A b r i e f summary i s g i v e n i n t a b l e 2.1. 
The outward m a n i f e s t a t i o n s of t h e i n t e r a c t i o n s of power 
c u l t u r e s and p e o p l e w i t h i n o r g a n i s a t i o n s was t h e b a s i s of 
t h e s t u d y of S c h o o l C l i m a t e by H a l p i n and C r o f t ( 1 9 6 3 ) . I n 
t h e i r s t u d y t h e y i d e n t i f i e d s i x d i s t i n c t t y p e s of c l i m a t e 
w i t h i n s c h o o l s , from ' C l o s e d ' t hrough ' P a t e r n a l ' , 
' F a m i l i a r ' , 'Controlled','Autonomous' t o an 'Open' c l i m a t e . 
These were p l a c e d on a pseudo continuum. 
The a p p r o p r i a t e c l i m a t e was found by c o n s i d e r i n g t h e 
r e l a t i v e w e i g h t i n g s o f s e v e r a l f a c t o r s : f o u r f a c t o r s 
c o n t r i b u t e d by the b e h a v i o u r of t h e p r i n c i p a l and f o u r 
o b s e r v e d i n t h e w o r k f o r c e . The c r i t i c a l f a c t o r s of 
b e h a v i o u r of t h e p r i n c i p a l and t e a c h e r s a r e e x p l a i n e d i n t h e 
t a b l e 2.2. 
These combine w i t h r e l a t i v e w e i g h t i n g s t o produce t h e 
t y p i c a l c l i m a t e p r o f i l e s shown i n f i g . 2.4. 
The dynamics of s c h o o l c l i m a t e i s beyond t h e scope of 
t h i s work, but i t s s t u d y i s i n v a l u a b l e t o any manager i n 
s c h o o l . To s t u d y t h e s c h o o l i n s u c h a way may p r o v i d e a 
r e a s o n a b l y r a p i d measure of t h e e f f e c t i v e n e s s of the 
p r i n c i p a l ' s i n t e n t i o n s . 
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T a b l e 2.2. 
PARALLEL STRUCTURES OF THE TWO MAJOR COMPONENTS 
OF SCHOOL CLIMATE 
PRINCIPAL'S BEHAVIOR 
1. Aloofness: emotional and physical 
distance from the group. 
2. Production emphasis: close 
supervision of tasks. 
3. Thrust: energy, vigor, and drive as 
a role model; meeting both 
task and social needs 
simultaneously. 
4. Consideration: concern for staff 
members as individuals. 
TEACHERS' BEHAVIORS 
1. Disengagement: emotional and 
physical distance from each 
other and the school. 
2. Hindrance: burdensome load of 
nonteaching tasks. 
3. Esprit: energy, vigor, and drive as 
a cooperative group; meeting 
both task and social needs 
simultaneously as a group. 
4. Intimacy: concern for each other as 
individual people. 
S i l v e r (pp. 197-9) s u g g e s t s s e v e r a l p o s s i b l e a c t i o n s t h a t 
t h e p r i n c i p a l might t a k e t o improve a s c h o o l c l i m a t e . ( i . e . 
move i t toward t h e open c l i m a t e . ) F i r s t l y , m i n i m i s e 
h i n d r a n c e by imp r o v i n g e f f i c i e n c y , r e d u c i n g s t a f f paperwork, 
p o s s i b l y by employing l a y s t a f f f o r t h i s a s p e c t o f t h e 
t e a c h e r s ' work. To improve ' e s p r i t ' by i n v o l v i n g s t a f f 
whenever p o s s i b l e i n t h e d e c i s i o n making p r o c e s s , by 
l i s t e n i n g t o t h e i r i d e a s o r forming committees. Such e s p r i t 
c o u l d be developed by s e t t i n g up s c h o o l p r o j e c t s i n v o l v i n g 
s t a f f and p u p i l s t o enhance t h e e t h o s and r e p u t a t i o n o f t h e 
s c h o o l . A l s o t h e p r i n c i p a l i s a d v i s e d t o p r o v i d e time and 
f a c i l i t y f o r s t a f f development and to show an i n t e r e s t i n 
t h o s e who i n v e s t t h e m s e l v e s i n f u r t h e r s c h o o l a c t i v i t i e s . 
To r e d u c e 'disengagement' i t i s s u g g e s t e d t h a t t h e 
improved e s p r i t may be o f b e n e f i t a s would t h e a c t i v e 
encouragement of s t a f f t o u s e t h e i r s t r e n g t h s and i d e a s i n 
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s c h o o l , e s p e c i a l l y where i t would i n v o l v e a c t i v e 
p a r t i c i p a t i o n of t h e i n d i v i d u a l . The promotion of s o c i a l 
e v e n t s f o r s t a f f or weekend r e t r e a t s may a l s o have a 
u n i f y i n g e f f e c t . The improvement of ' i n t i m a c y ' may p o s s i b l y 
be brought about by p r o v i d i n g c o m f o r t a b l e s o c i a l and e a t i n g 
a r e a s f o r s t a f f , or e n c o u r a g i n g p a r t i c i p a t i o n i n i n - h o u s e 
d e s i g n e d s t a f f development programmes. 
F u r t h e r s u g g e s t i o n s f o r i m p r o v i n g s c h o o l c l i m a t e have 
come from the work of Brown (1965) ( a ) , H a l p i n (1967) (b) 
and M i k l o s (1965) ( c ) . 
I t i s n a t u r a l l y hoped t h a t t h e r e i s a knock-on e f f e c t , 
whereby t h e c r e a t i o n of good e s p r i t and c l i m a t e w i l l c r e a t e 
a b e t t e r l e a r n i n g environment. 
The r e a d e r i s c a u t i o n e d t o remember t h a t E t z i o n i ' s t h e o r y 
c o n t a i n e d t h e " i s ' s " and t he s u g g e s t i o n s made by commentary 
w r i t e r s must be viewed a s t h e i r o p i n i o n s a s t o the "oughts". 
P r a c t i t i o n e r s u s i n g t h e o r i e s about c l i m a t e and r e c i p e s 
f o r changes t h e r e i n must a l w a y s t a k e i n t o a c c o u n t t h e n a t u r e 
of the i n d i v i d u a l and t h a t w h i c h d r i v e s him. Moving 
a t t e n t i o n t o t h e more m i c r o s c o p i c v i e w of management, w h i c h 
r e l a t e s t h e i n d i v i d u a l t o h i s environment, the work of 
Maslow and h i s t h e o r y of the ' h i e r a r c h y of needs' must be 
acknowledged, t o g e t h e r w i t h H e r t z b e r g and h i s 'two f a c t o r 
t h e o r y ' and the ' e x p e c t a n c y ' t h e o r y of Vroom. These 
t h e o r i e s o f f e r p e r s p e c t i v e s on t h e m o t i v a t i o n s of t h e 
i n d i v i d u a l . 
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F i g . 2.5 





























" - III IHiaillll III l l l l Hill llll 
Working conditions' 
Salary and benitits 
Need-priority model compared with motivation-maintenance model. 
Owens, R. G., ( 1 9 7 0 ) , p. 126. 
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Maslow's t h e o r y of t h e ' h i e r a r c h y of needs' p r o p o s e s t h a t 
t h e r e e x i s t s d i f f e r i n g l e v e l s of need i n any p e r s o n , and 
t h a t t h e l o w e r needs must f i r s t be s a t i s f i e d b e f o r e a p e r s o n 
can be m o t i v a t e d t o reduce t h o s e needs w h i c h Maslow p l a c e s 
a t t h e h i g h e r l e v e l s . 
B r i e f l y t h e needs a r e : a need f o r food; a need f o r 
s a f e t y ; a need f o r a f f e c t i o n and a need f o r i n t e l l e c t u a l 
a c h i e v e m e n t . They a r e diagrammed by Owens a s shown i n 
f i g . 2.5. 
I f one a c c e p t s t h e p r o p o s i t i o n of t h e t h e o r y i t i s 
e v i d e n t t h a t one cannot e x p e c t anyone t o be m o t i v a t e d t o a 
h i g h e r l e v e l of a c h i e v e m e n t u n l e s s t h e i r l o w e r needs a r e 
b e i n g met. F o r example i t would be u n r e a s o n a b l e t o e x p e c t a 
member of s t a f f t o be f u l l y a c h i e v i n g and s e l f d i r e c t i n g t o 
h i s f u l l p o t e n t i a l i f h i s house has j u s t burned down and he 
has been made b a n k r u p t . 
Perhaps not a l l s i t u a t i o n s p r e s e n t t h e m s e l v e s i n s u c h a 
marked way, but t h e s h a d e s and hues of c i r c u m s t a n c e w i l l be 
t h e r e , i n h i s s t a f f , f o r t h e informed manager to n o t e . He 
must t h e n amend h i s demands and e x p e c t a t i o n s i n o r d e r t o 
o b t a i n what may be on o f f e r w i t h o u t a l i e n a t i n g t h e member of 
s t a f f c o n c e r n e d . 
H e r t z b e r g p u t s f o r w a r d t h e argument t h a t m o t i v a t i o n i s 
i n f l u e n c e d by two f a c t o r s : ' S a t i s f a c t i o n ' and 
' D i s s a t i s f a c t i o n ' . H i s s t a r t i n g h y p o t h e s i s i s t h a t 
s a t i s f a c t i o n and d i s s a t i s f a c t i o n a r e not o p p o s i t e ends of a 
continuum but a r e m u t u a l l y independent. 
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F i g . 2.6. 
s a t i s f y i n g j o b c h a r a c t e r i s t i c s 
No s a t i s f a c t i o n > = > High s a t i s f a c t i o n 
High d i s s a t i s . < < No d i s s a t i s . 
l a c k o f 'hygiene' f a c t o r s 
He d e f i n e s f a c t o r s c o n t r i b u t i n g t o s a t i s f a c t i o n a s 
' M o t i v a t i n g f a c t o r s ' , w h i l s t t h o s e w h i c h remove t h e c a u s e of 
d i s s a t i s f a c t i o n he terms 'Hygiene f a c t o r s ' . 
The h y g i e n e f a c t o r s , i n t h e m s e l v e s , do not c a u s e any 
m o t i v a t i o n i n t h e s u b j e c t but t h e i r a bsence w i l l be t h e 
c a u s e of d i s s a t i s f a c t i o n w h i c h may, i n t u r n , i n h i b i t o r 
p o s s i b l y n u l l i f y any p o s i t i v e c o n t r i b u t i o n s p r e s e n t i n t h e 
m o t i v a t i n g f a c t o r s . 
P e r h a p s the o b s e r v e r may t a k e a more s i m p l i s t i c v i e w of 
t h e s e f a c t o r s . T h a t i s : t h e m o t i v a t i n g f a c t o r s a r e t h o s e 
w i t h i n t h e c o n t r o l of t h e s u b j e c t , and t h e r e f o r e any s u c c e s s 
i n t h e s e w i l l b r i n g a h i g h degree of s a t i s f a c t i o n and hence 
m o t i v a t i o n . The h y g i e n e f a c t o r s , however, a r e u s u a l l y 
e x t e r n a l t o t h e i n f l u e n c e of t h e i n d i v i d u a l , t h e r e f o r e he i s 
a b l e t o blame o t h e r s f o r t h e i r a b s e n c e and h i s 
d i s s a t i s f a c t i o n . Thus l a c k of m o t i v a t i o n i n a working 
environment i s r e a d i l y put a t t h e door of o t h e r s , ( i . e . 
m a n a g e r s ) . 
The p a r a l l e l has been drawn between the t h e o r i e s of 
Maslow and H e r t z b e r g and t h e q u e s t i o n must be posed: a r e 
t h e y s e p a r a t e phenomena b e i n g d i s c u s s e d or a r e t h e y t h e same 
f a c t o r s . (See f i g . 2.5) 
V i c t o r Vroom (1964) i n p r o p o s i n g h i s ' E x p e c t a n c y t h e o r y ' 
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t a k e s a somewhat more e m o t i o n a l l y - m e r c e n a r y v i e w p o i n t on 
m o t i v a t i o n s , y e t r e c o g n i s e s , a s d i d H e r t z b e r g , t h e e x t e r n a l 
i n f l u e n c e s a s w e l l a s t h o s e i n t e r n a l . 
Both t h e d i r e c t i o n and i n t e n s i t y of a p e r s o n ' s 
m o t i v a t i o n s a r e i n f l u e n c e d by two f a c t o r s : ( 1 ) t h e 
p e r s o n ' s p e r c e p t i o n of s e l f - t h a t i s , of one's own 
c a p a b i l i t i e s f o r a c t i o n ; ( 2 ) t h e p e r s o n ' s p e r c e p t i o n s 
of t h e w o r l d e x t e r n a l t o t h e s e l f - t h a t i s , of t h e 
e x t e n t t o w h i c h t h e r e s u l t s of a c t i o n s y i e l d r e w a r d s 
... and/or p e n a l t i e s . ( 1 3 ) 
F i g . 2.7. 
$ $ $ $ * $ $ $ $ $ $ $ $ $ $ $ $ $ :|;;|c jj: af: £ A-;fc £ 
* ACTION * E x p e c t a n c y * OUTCOME * I n s t r u m e n t a l i t y * OTHER * 
* * >* * >* OUTCOMES * 
$ $ $ * $ $ 
Vroom p o s t u l a t e s t h a t p e o p l e w i l l be more s t r o n g l y 
m o t i v a t e d t o a c t i o n i f t h e y b e l i e v e ( e x p e c t ) t h a t t h e 
outcome of t h a t a c t i o n w i l l have a f a v o u r a b l e e f f e c t , and 
t h a t t h a t outcome w i l l be i n s t r u m e n t a l i n t h e p r o d u c t i o n of 
o t h e r f a v o u r a b l e outcomes. 
He d i s t i l l s t h e s e i d e a s i n t o a m a t h e m a t i c a l f o r m u l a 
i n v o l v i n g one's a t t r a c t i o n ( ' v a l e n c y ' ) t o a p r o p o s i t i o n , 
w h i c h he r a t e s on a s c a l e -10 t o +10, t o g e t h e r w i t h how t h e 
outcome i s p e r c e i v e d t o be ' i n s t r u m e n t a l ' i n subsequent 
f a v o u r a b l e outcomes. I n s t r u m e n t a l i t y i s r a t e d on a s c a l e 0 
to 1. T h i s m a t h e m a t i c a l approach g i v e s form t o an o t h e r w i s e 
n e b u l u s and ephemeral s e t of n o t i o n s , a l l o w i n g t h e 
p a r t i c i p a n t t o weigh c a r e f u l l y h i s o p t i o n s of a c t i o n . 
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Thus many p s y c h o l o g i c a l f a c t o r s - s u c h as ego 
i n v o l v e m e n t , s t e r e o t o p i c t h i n k i n g , g e n e r a l optimism and 
s e l f - c o n c e p t - a r e l i k e l y to e f f e c t not o n l y the 
i n d i v i d u a l ' s e x p e c t a n c i e s r e g a r d i n g t h e outcomes of 
t h e i r own a c t i o n s but t h e i r p e r c e p t i o n s of 
i n s t r u m e n t a l i t i e s a s w e l l . ( 1 4 ) 
... a d m i n i s t r a t o r s and s u p e r v i s o r s have a degree of 
c o n t r o l o v e r t h e r ewards and p e n a l t i e s ( i n d i r e c t 
outcomes) a v a i l a b l e t o employees. F o r example, 
s u p e r v i s o r s and a d m i n i s t r a t o r s c a n a l l o c a t e p r a i s e , 
r e c o g n i t i o n , some p r i v i l e g e s , and o p p o r t u n i t i e s f o r 
growth ( a l l r e w a r d s ) , a s w e l l a s c r i t i c i s m , 
d i s a p p r o v a l , and t e d i o u s t a s k s ( a l l p e n a l t i e s ) . Thus 
a d m i n i s t r a t o r s c o n t r o l many of t h e i n d i r e c t outcomes of 
employees' a c t i o n . ( 1 5 ) 
I n a s t u d y i n d i r e c t l y r e l a t e d t o t h e t h e o r y , Spuck 
(1974) found t h a t the r e w a r d s of community 
s u p p o r t / r e c o g n i t i o n and agreement w i t h s c h o o l g o a l s and 
p o l i c i e s ( t h a t i s , t h e reward of s e l f - c o n f i r m a t i o n ) 
were i n v e r s e l y r e l a t e d t o t e a c h e r a b s e n t e e i s m . ( 1 6 ) 
I t i s i m p e r a t i v e t h a t p r a c t i c i n g managers f a m i l i a r i s e 
t h e m s e l v e s w i t h c u r r e n t t h e o r i e s on e d u c a t i o n a l management, 
e i t h e r t o open new a w a r e n e s s o f thought and p e r c e p t i o n of 
the n a t u r e o f t h e i r t a s k , or t o c o n f i r m t h e m s e l v e s i n t h e i r 
a c t i o n s and b e l i e f i n t h e i r v a l i d i t y . 
The p rudent manager w i l l not c l i n g t o one or s e v e r a l of 
t h e e x i s t i n g o r emerging t h e o r i e s a s pathways of t r u t h , but 
w i l l be aware of t h e i n t e r s e c t i o n o f management t h e o r y w i t h 
p e r s o n a l i t y t h e o r y , w i t h m o t i v a t i o n a l t h e o r y , w i t h power and 
l e a d e r s h i p t h e o r i e s and o t h e r s i n e v e r c h a n g i n g c o m b i n a t i o n . 
M e i j w r i t e s : 
... the q u e s t i o n a r i s e s how t o g e t a s y n t h e s i s out of 
t h e s e d i f f e r e n t a p p r o a c h e s . One p o s s i b i l i t y t o meet 
t h i s d i f f i c u l t y i s t o l e t t h e manager d e c i d e between 
s o l u t i o n s of h i s problems p r o v i d e d by d i f f e r e n t 
s c i e n c e s ... The o n l y s y n t h e t i c a l a pproach c a n be made 
by p e o p l e t h a t have l e a r n e d t o t h i n k i n 
i n t e r - d i s c i p l i n a r y terms ... He ( t h e manager) has t o 
u n d e r s t a n d t h e r e l a t i v i t y of t h e d i f f e r e n t a p p r o a c h e s 
and t o make a c h o i c e w h e r e i n a l l of them a r e t a k e n i n t o 
c o n s i d e r a t i o n . ( 1 9 ) 
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CHAPTER 3 
MANAGEMENT CULTURES AND THE DELEGATION OF RESPONSIBILITY 
No m a t t e r what form of s c h o o l i s o p e r a t i n g ; from a two 
t e a c h e r P r i m a r y to a 2000+ p u p i l Comprehensive, c e r t a i n 
e l e m e n t s of management remain c o n s t a n t . There must be 
p l a n n i n g of c o u r s e s . T h e r e must be a s h a r i n g of c u r r i c u l u m 
l o a d . T h e r e must be communication and a s s e s s m e n t of t h e 
p r o g r e s s of t he p u p i l s both s o c i a l l y and a c a d e m i c a l l y . I n 
the s m a l l s c h o o l t h i s may be p o s s i b l e a s l i g h t c o n v e r s a t i o n 
over c o f f e e i n t h e s t a f f r o o m . I n l a r g e r s c h o o l s t h e c a s u a l 
l i n e s of communication become too complex f o r the 
u n s t r u c t u r e d approach t o f u n c t i o n e f f i c i e n t l y . The 
d i v e r s i t y of c o u r s e c o n t e n t means s p e c i a l i s t s a r e r e q u i r e d 
whose main i n t e r e s t may be i n t h a t d i s c i p l i n e a l o n e . The 
v e r y s i z e of a s t a f f and t h e g e o g r a p h i c a l d i s p e r s i o n i n a 
l a r g e s c h o o l may make e v e r y d a y communication of i n f o r m a t i o n 
a d i f f i c u l t t a s k . Gannon and W h a l l e y , w h i l s t r e c o g n i s i n g 
the need f o r management i n t h e l a r g e r s c h o o l s , s t i l l 
champion f o r m a l management s t r u c t u r e s f o r the s m a l l e r 
e s t a b l i s h m e n t s 
R a t h e r t h a n presume some d e b a t e a b l e a d v a n t a g e s from 
l a c k of s i z e ... t he s m a l l s c h o o l needs to o p e r a t e a s 
s o p h i s t i c a t e d a management s t r u c t u r e a s i t s r e s o u r c e s 
p e r m i t , and a s c o n s t a n t a r e v i e w and r e a p p r a i s a l of i t s 
f u n c t i o n i n g and purpose a s any l a r g e s c h o o l u n d e r t a k e s . 
( 1 ) 
H e r e i n l i e s t h e b a s i s f o r s c h o o l management and t h e need 
f o r Middle Management whose f u n c t i o n i t i s to e x p e d i t e t h e 
d e c i s i o n s o r p o l i c i e s of t h e headmaster ( o r management 
team). 
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B u i l t i n t o t h e o r g a n i s a t i o n a l s t r u c t u r e t h e r e must 
o b v i o u s l y be a c o n v e n i e n t means whereby t h e wisdom and 
e x p e r i e n c e of the head and of h i s s e n i o r c o l l e a g u e s can 
be brought t o b e a r q u i c k l y and e f f e c t i v e l y upon a wide 
range of i m p o r t a n t d e c i s i o n s . ( 2 ) 
Q u e s t i o n s posed by the d e l e g a t i o n of r e s p o n s i b i l i t y and 
power to o t h e r s i n t h e management s t r u c t u r e a r e l i n k e d w i t h 
c o n t r o l . 
How does t h e Headmaster, h a v i n g d e l e g a t e d i m p o r t a n t 
t a s k s t o c o l l e a g u e s ... p r o v i d e t h e o v e r a l l l e a d e r s h i p 
t h a t t h e y s t i l l need from him? How does he do t h i s 
w i t h o u t t a k i n g back t h e r e s p o n s i b i l i t i e s he has 
d e l e g a t e d t o them . . . ? ( 3 ) 
These a r e v a l i d q u e s t i o n s , a p p l i c a b l e not j u s t a t t h e 
l e v e l of headmaster but a t any l e v e l where a t a s k has been 
handed t o a n o t h e r c o l l e a g u e a s p a r t of t h e d e l e g a t i o n 
p r o c e s s . 
The manager, a t w h a t e v e r l e v e l , must bear i n mind not 
o n l y the b u r e a u c r a t i c s t r u c t u r e s of h i s o r g a n i s a t i o n but 
a l s o t h e s t y l e s and t e c h n i q u e s of l e a d e r s h i p . These may 
i n c l u d e a s t u d y of s t r u c t u r e , t h e p s y c h o l o g y of i n d i v i d u a l s 
and the group, p e r s o n a l r e l a t i o n s h i p s and m o t i v e s and what 
management c u l t u r e s a r e p r e v a i l i n g o r a r e a v a i l a b l e t o be 
u s e d . 
I n t h e s e and o t h e r a r e a s i t c a n be s e e n t h a t what was 
more s i m p l i s t i c and n a t u r a l i n t h e s m a l l s c h o o l r e q u i r e s 
s t r u c t u r e and o r g a n i s a t i o n i n t h e l a r g e r s c h o o l s t o m a i n t a i n 
the same l e v e l of e f f i c i e n c y and e f f e c t i v e n e s s t o t h e u s e r s . 
I t i s on t h i s f o u n d a t i o n t h a t s c h o o l management has e v o l v e d 
p e r h a p s not a s a c o n s c i o u s p r e-empting of t h e problems, but 
o f t e n as a r e s p o n s e t o t h e s i t u a t i o n s found w i t h i n t h e 
e s t a b l i s h m e n t s . Management s y s t e m s have d e v e l o p e d a l m o s t 
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o r g a n i c a l l y , and i n a D a r w i n i a n f a s h i o n , some have 
f l o u r i s h e d w h i l s t o t h e r s have s u f f e r e d e x t i n c t i o n . 
Development c o n t i n u e s under c h a n g i n g e n v i r o n m e n t a l 
p r e s s u r e s ; Government P o l i c i e s , s c h o o l s i z e s , s o c i a l 
p r e s s u r e s , changes i n p e r s o n n e l e t c . Thus we f i n d t h a t few 
s c h o o l 'organisms' a r e i d e n t i c a l and t h r o ughout t h e l i f e of 
an 'organism' t h e r e a r e many metamorphisms. 
S c h o o l s have adopted a v a r i e t y of management s t r u c t u r e s 
a s s o l u t i o n s t o t h e i r m a n a g e r i a l problems. O f t e n t h e 
s t r u c t u r e has been a i d e d by, o r p r e s c r i b e d by, t h e pay 
s t r u c t u r e s imposed on t h e t e a c h i n g p r o f e s s i o n . I n some 
c a s e s t h e pay s t r u c t u r e s have m i t i g a t e d a g a i n s t c e r t a i n 
t y p e s o f s t r u c t u r e b e i n g adopted. 
Pe r h a p s one of t h e most common s t r u c t u r e s i s t h a t of t h e 
'pyramid' w i t h the headmaster a t t h e apex d e l e g a t i n g t o the 
v a r y i n g l e v e l s b e n e a t h him. T h i s s i m p l i s t i c , b u r e a u c r a t i c 
format was the n a t u r a l development from the pay s t r u c t u r e s 
produced i n t h e 1970's, w h i c h p r o v i d e d f o r Headmaster, 
D e p u t i e s , S e n i o r T e a c h e r s , Heads o f Department, S c a l e p o s t s 
and a s s i s t a n t t e a c h e r s on b a s i c s a l a r y . Many s c h o o l s found 
t h e s t r u c t u r e u s e f u l , e a s y t o a d m i n i s t e r and j u s t i f i a b l e , i n 
t h a t e a c h member of t h e h i e r a r c h y was r e s p o n s i b l e t o someone 
and f o r someone. E a c h l e v e l of management h a v i n g c l e a r l y 
d e f i n e d r o l e s and r e w a r d s . 
To some e x t e n t t h i s s t r u c t u r e i s i n e s c a p a b l e , a t l e a s t 
w i t h i n t h e 'top l e v e l s ' : Heads, D e p u t i e s and S e n i o r 
T e a c h e r s . However, below t h i s l e v e l t h e r e i s room f o r 
manoeuvre i n t o v a r y i n g p a t t e r n s of o r g a n i s a t i o n ; p e r h a p s 
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p a r a l l e l g r o u p i n g s , a r e a s of r e s p o n s i b i l i t i e s b e i n g s h a r e d 
by s t a f f . At t h e lower l e v e l s t h e management f u n c t i o n 
becomes one of r e s p o n s i b i l i t y f o r p u p i l o r c o u r s e a c t i v i t i e s 
r a t h e r t h a n f o r o t h e r s t a f f . 
Whatever t h e s t r u c t u r e p r e v a l e n t i n a s c h o o l and a t 
wha t e v e r l e v e l of management t h e t e a c h e r f u n c t i o n s , an 
a w a r e n e s s of t h e s t y l e s of management i s an advant a g e . Many 
managers may see t h e i r t a s k i n r e l a t i o n s h i p s w i t h c o l l e a g u e s 
a s an i n t e g r a t e d package not s u i t e d t o p a r t i t i o n i n g and 
s c r u t i n y . Many f e a r t h a t r e p e a t e d d i s s e c t i o n of t h e 
f u n c t i o n of management may r e s u l t i n ' a n a l y s i s p a r a l y s i s ' 
( G r e y , 1980) and be of no p r a c t i c a l b e n e f i t d e s p i t e t h e 
e f f o r t expended. 
Grey p o i n t s out t h a t p r o p e r r e s e a r c h i n t o o r g a n i s a t i o n a l 
development of t h e s c h o o l i s f u t i l e . A h i n t of t h i s comes 
thr o u g h from R i c h a r d s o n : 
When we come to examine t h e s p e c i f i c r o l e s t a k e n by 
members of t h e top management group, we soon d i s c o v e r 
t h a t t h e y cannot be u n d e r s t o o d e x c e p t i n terms of t h e i r 
dynamic r e l a t i o n s h i p t o one a n o t h e r . . . ( 4 ) 
W h i l s t a c c e p t i n g t h i s p o i n t of vi e w t h e r e i s s t i l l a 
p l a c e f o r an a w a r e n e s s o f t he b a s e s f o r t h e s e 'dynamic 
r e l a t i o n s h i p s ' . An aw a r e n e s s o f t h e management ' c u l t u r e s ' 
t h a t a r e a v a i l a b l e o r a r e i n o p e r a t i o n w i t h i n t h e 
r e l a t i o n s h i p s w i l l g i v e t h e manager a s t r o n g e r f o o t i n g on 
w h i c h t o f u n c t i o n t h a n i f he had none. 
Of t h e s e v e r a l management c u l t u r e s o b s e r v a b l e i n s c h o o l s 
p e r h a p s t h e most common i s t h e 'Club' ( o r Power) c u l t u r e 
(Handy and A i t k e n , 1 9 8 6 ) . T h i s c a n be s e e n a s a s u r v i v o r 
from t h e 1940's and '50's when t h e headmaster of t h e s m a l l 
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s c h o o l e x e r t e d power from h i s c e n t r a l p o i n t , d i r e c t i n g a l l 
e v e n t s and d e l e g a t i n g l i t t l e o r n o t h i n g i n t h e way of 
r e s p o n s i b i l i t y . I n some s c h o o l s t h i s has c o n t i n u e d a s a 
' v a l i d ' management t e c h n i q u e up t o today. Some heads 
c o n t i n u e t o f e e l t h e need t o c o n t r o l a l l e v e n t s and w i l l 
d i r e c t s t a f f t o p e r f o r m t a s k s r a t h e r t h a n g i v e t h e 
r e s p o n s i b i l i t y f o r t h e a r e a c o n t a i n i n g t h e t a s k t o t h e 
t e a c h e r . 
I n f i g . 3.1 the diagram shows t h e s t r u c t u r e of t h e power 
c u l t u r e , w i t h t h e headmaster a s t h e c e n t r e of t h e f i g u r e 
r a d i a t i n g h i s c o n t r o l o v e r a l l t h e s u r r o u n d i n g e v e n t s . An 
i m p o r t a n t a s p e c t of t h i s management s t y l e i s t h a t t h e r e i s 
n o t h i n g too t r i v i a l f o r t h e d i r e c t i n v o l v e m e n t of t h e head. 
T h i s 'power' c u l t u r e may s t i l l be e f f e c t i v e i n s m a l l 
e s t a b l i s h m e n t s a s an o v e r a l l method of management, but when 
a p p l i e d t o a l a r g e r s c h o o l i t w i l l o f t e n be r e s e n t e d and 
i n e f f e c t i v e r There i s too much t o be managed and d e l e g a t i o n 
must t a k e p l a c e t o p r o v i d e t h e e x p e r t i s e i n t h e v a r i o u s 
a r e a s o f c u r r i c u l u m and a d m i n i s t r a t i o n . B a r r y and Tye make 
th e p o i n t t h a t p a r t i c i p a t i o n of managers o t h e r t h a n t h e head 
i s d e s i r e d i n e f f i c i e n t management. 
U n l e s s some s h a r i n g of r e s p o n s i b i l i t y i s u n d e r t a k e n 
... t h e head l o s e s t h e c o n f i d e n c e and s u p p o r t of h i s 
c o l l e a g u e s , ... Such a r e d i s t r i b u t i o n of a u t h o r i t y 
however, r a i s e s t h e q u e s t i o n of how many p e o p l e ... can 
one man e f f e c t i v e l y communicate w i t h and c o n t r o l ... 
h i s 'span of c o n t r o l ' ... w i l l v a r y from one i n d i v i d u a l 
and s e t of c i r c u m s t a n c e s t o a n o t h e r . ( 5 ) 
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F i g . 3.1 THE CLUB CULTURE 
The c l u b ( o r power) 
c u l t u r e p r e s e n t s t h e 
head o r l e a d e r , a t 
t h e c e n t r e o f t h e 
o r g a n i s a t i o n , 
r a d i a t i n g c o n t r o l 
o v e r a l l e v e n t s 
w i t h i n t h e 
o r g a n i s a t i o n . 
F i g . 3.2 THE ROLE CULTURE 
X H E R D 
D E P U T I E S 
D E P O R T M E N T S E T C . 
I I ! 
The r o l e c u l t u r e i s 
t y p i f i e d by a r i g i d 
s t r u c t u r e w h e r e i n i t 
i s t h e r o l e w h i c h i s 
more i m p o r t a n t t o 
th e o r g a n i s a t i o n 
t h a n t h e q u a l i t i e s 
o f t h e p e r s o n 
f i l l i n g t h a t r o l e . 
Based on Handy and A i t k e n ( 1 9 8 6 ) , pp. 85 and 87. 
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F i g . 3.3 THE TASK CULTURE 
R E S O U R C E S 
SUi_TS 
T h i s c u l t u r e 
i n v o l v e s t h e 
b r i n g i n g t o g e t h e r of 
t h e s k i l l s o f s t a f f 
and t h e r e s o u r c e s of 
the o r g a n i s a t i o n t o 
s o l v e a problem o r 
t o c o m p l e t e some 
t a s k . The t a s k 
f o r c e i s o f t e n 
d i s b a n d e d a f t e r 
c o m p l e t i o n of i t s 
pur p o s e . 
F i g . 3.4 THE PERSON CULTURE 
V 
>• 
T H E INDIUIDUf lL 
T H E ORG AMI S O T I ON 
Here t h e p e r s o n i s 
th e c e n t r e o f any 
a c t i v i t y . The 
o r g a n i s a t i o n u s e s 
t h e s k i l l s o f i t s 
w o r k f o r c e t o t h e 
f u l l e s t . U s u a l l y 
t y p i f i e d by t h e 
p r o f e s s i o n a l 
o r g a n i s a t i o n w h e r e i n 
e a c h -has freedom t o 
t a k e d e c i s i o n s 
r e g a r d i n g e x e c u t i o n 
o f h i s r o l e . 
Based on Handy and A i t k e n ( 1 9 8 6 ) , pp. 88 and 89. 
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Th e r e c a n however be t i m e s when a power c u l t u r e c o u l d be 
brought about t o s o l v e a problem. I n a s i t u a t i o n where 
t h e r e was a breakdown i n some d e l e g a t e d a r e a w i t h i n t h e 
s c h o o l the head o r o t h e r s e n i o r manager c o u l d d i r e c t 
' s u b o r d i n a t e s ' t o a c t i n a p r e s c r i b e d manner u n t i l t h e 
c r i s i s had been r e s o l v e d . We may o f t e n f i n d t h a t t h e power 
c u l t u r e comes i n t o p l a y i n c u r r i c u l a r m a t t e r s where t h e 
management a r e t a k i n g an o v e r a l l v i e w of a s i t u a t i o n , w h i c h 
may i n v o l v e a change i n c u r r i c u l u m not d e s i r e d by a 
department; f o r example t h e head of a Middle ( 9 y r s - 1 3 y r s ) 
s c h o o l may d i r e c t h i s head of Mathematics t o change t h e 
s y l l a b u s t o conform w i t h the e x a m i n a t i o n c o u r s e of t h e l o c a l 
High s c h o o l . T h e r e a r e of c o u r s e many o t h e r forms of c r i s e s 
w h i c h may r e q u i r e t h e i n t r o d u c t i o n of t h e power c u l t u r e a t 
w h atever l e v e l of management r e q u i r e d t o u s e i t , but a s a 
c o n s t a n t s t y l e of management, i f u s e d t o t h e e x c l u s i o n of 
a l l o t h e r s , must be found w a n t i n g . 
The ' Role' c u l t u r e i n v o l v e s the o r g a n i s a t i o n of t h e 
s c h o o l i n t o s e t a r e a s of r e s p o n s i b i l i t i e s . The s c h o o l i s 
d i v i d e d i n t o departments and a r e a s o f a d m i n i s t r a t i o n and 
f u n c t i o n w i t h r e s p o n s i b i l i t y going t o s t a f f t o manage t h e s e 
a r e a s . I n t h e extreme, t h e s t r u c t u r e i s s u c h t h a t t h e r o l e 
i s of p r i o r i m p ortance t h a n t h e p e r s o n f i l l i n g i t . 
Should a member of s t a f f l e a v e a r e p l a c e m e n t would be 
found t o f i l l h i s f u n c t i o n r a t h e r t h a n r e p l a c e the q u a l i t i e s 
w hich t h a t s t a f f member brought t o h i s j o b . The o p p o r t u n i t y 
t o re-examine t h e s t a f f i n g s t r u c t u r e may a l s o be o v e r l o o k e d 
i n o r d e r t o s i m p l y p l a c e a body i n t h e v a c a t e d r o l e . 
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A d m i n i s t r a t i v e l y t h i s i s a sound p o l i c y a s i t m a i n t a i n s a 
s t e a d y s t a t e i n the s t r u c t u r e of t h e e s t a b l i s h m e n t and 
p r o v i d e s f o r l o n g term p l a n n i n g i n terms of s t a f f i n g and 
c o u r s e s . The main weakness i n a whole h e a r t e d c o m p l i a n c e 
w i t h t h i s c u l t u r e i s i n the l a c k of f l e x i b i l i t y t h a t would 
r e s u l t . I n l o o k i n g p r i m a r i l y t o t h e r o l e t i t l e of a p e r s o n , 
r a t h e r t h a n a t t h e p e r s o n a s a whole, t h e manager may 
b e l i e v e he has a working s y s t e m when i n f a c t t h e r e a l i t y of 
what t r a n s p i r e s i s somewhat d i f f e r e n t . 
Behind, b e n e a t h and i n t e r t w i n e d w i t h any f o r m a l 
s t r u c t u r e of s c h o o l o r g a n i s a t i o n , t h e r e w i l l be a 
p a r a l l e l but i n f o r m a l s t r u c t u r e , d e v e l o p e d by s t a f f and 
c h i l d r e n . The f o r m a l o r g a n i s a t i o n may ... c o n f e r 
e q u a l s t a t u s upon two members of t h e s t a f f , but t h e y 
may w e l l be u n e q u a l i n t h e e y e s of t h e i r c o l l e a g u e s . 
A d v i c e w i l l not n e c e s s a r i l y be sought from t h o s e whose 
f o r m a l r e s p o n s i b i l i t y i t i s t o g i v e i t ; s t a f f w i l l 
o f t e n go t o m a s t e r s whom t h e y r e s p e c t and t r u s t , ... 
( o r maybe t h e c a r e t a k e r ! ) ( 6 ) 
F i g . 3.2 shows a t y p i c a l r o l e c u l t u r e form of 
o r g a n i s a t i o n . I t must be noted t h a t many s c h o o l 
o r g a n i s a t i o n s w i l l f i t t h i s p a t t e r n , f o r i n d e e d members of 
t h e o r g a n i s a t i o n e a c h have t h e i r r o l e t o p l a y , and how 
b e t t e r t o d e s c r i b e t h e way i n w h i c h t h e s y s t e m f u n c t i o n s . 
I f t h e s e n i o r management or headmaster p e r c e i v e t h e 
s t r u c t u r e a s v i t a l and ' s a c r o - s a n c t ' t h e n t h e s c h o o l w i l l 
f i n d t h a t change, i n t h e way of i n t r o d u c i n g new c o u r s e s and 
d e v e l o p i n g e n t h u s i a s m s of s t a f f members, v e r y d i f f i c u l t . 
The c u l t u r e r e q u i r i n g t h e g r e a t e s t degree of f l e x i b i l i t y 
i n management and c o o p e r a t i o n between management and s t a f f 
i s t h e 'Task' c u l t u r e . I t i s p e r h a p s s e e n a s a s y s t e m of 
management whic h r e s p o n d s r e a d i l y t o t h e o r g a n i s a t i o n a l 
needs w i t h i n t h e s c h o o l ; the s e t t i n g up of new c o u r s e s , 
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d e c i d i n g upon d i s c i p l i n e m a t t e r s , d e s i g n i n g new r e p o r t 
s y s t e m s , r a i s i n g money e t c . 
To o p e r a t e t h e t a s k c u l t u r e t h e r e must be a w i l l i n g n e s s 
w i t h i n management to s u b j u g a t e i t s e l f t o t h e c o n s e n s u s of a 
group c o n s i s t i n g of members from a l l l e v e l s w i t h i n t h e 
s c h o o l or o u t s i d e . Management must b r i n g t o g e t h e r t h e 
a v a i l a b l e r e s o u r c e s and t h o s e p e o p l e i n t e r e s t e d i n t h e 
s i t u a t i o n t o be s o l v e d and t o e x p e d i t e t h e r e s u l t of t h e 
group. Once t he ' t a s k ' has been a c h i e v e d t h e n t h e group may 
be d i s b a n d e d . 
Gannon and W h a l l e y a d v o c a t e s u c h a c u l t u r e f o r t h e i r 
s m a l l e r s c h o o l s , s t a t i n g : 
t h e need f o r a l l t h e s t a f f t o e x e r t a 
p a r t i c i p a t o r y f u n c t i o n i n i t s management, e i t h e r a s 
i n d i v i d u a l s , o r a s members of a group o r team, and t o 
engage c o n j o i n t l y i n c u r r i c u l u m r e n e w a l d i s c u s s i o n w i l l 
be s t r o n g l y emphasised. ( 7 ) 
As s e n i o r s t a f f come i n t o t h e group a s e q u a l p a r t i c i p a n t s 
t h e y must e n s u r e t h a t any l i m i t i n g f a c t o r s o r r e s e r v a t i o n s 
on p o s s i b l e r e s u l t s must be put t o t h e group a t t h e o u t s e t . 
The t a s k c u l t u r e i s most u s e f u l t o management a s i t u s e s , 
to t h e f u l l , t h e i n t e r e s t s and s k i l l s of s t a f f c o l l e a g u e s . 
I t p r o v i d e s a s e n s e of p a r t i c i p a t i o n i n , and b e l o n g i n g t o 
th e f i n a l d e c i s i o n and i t g i v e s i n s i g h t t o younger s t a f f a s 
to t h e problems w h i c h c a n f a c e management. 
Problems w h i c h a r i s e from t h e t a s k c u l t u r e come, most 
o f t e n , from t h e mismanagement of t h e ' t a s k group' i t s e l f by 
th e management team r e s p o n s i b l e f o r s e t t i n g up t h e group. 
Most o f t e n t h e problems a r e : not s p e c i f y i n g t h e l i m i t i n g 
p a r a m e t e r s o r an i l l - d e f i n i t i o n o f t h e t a s k i t s e l f , o r by 
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a l l o w i n g t h e group t o s t r a y from t h e t a s k t o become a 
p l a t f o r m f o r g e n e r a l d i s c u s s i o n o r worse, d i s s e n t i o n . 
F i g . 3.3 shows a s c h e m a t i c r e p r e s e n t a t i o n of t h e n o t i o n 
b ehind t h e t a s k c u l t u r e , t h a t i s t h e b r i n g i n g t o g e t h e r of 
p e o p l e and r e s o u r c e s t o s o l v e problems. These may be 
d i f f e r i n g p e r m u t a t i o n s of e a c h on d i f f e r e n t o c c a s i o n s t h u s 
p r o v i d i n g o p p o r t u n i t y t o b r i n g t h e b e s t c o n d i t i o n s and 
e x p e r t i s e t o b e a r on any problem f a c i n g management. 
I f t h e t a s k c u l t u r e i s t o be u s e d e f f e c t i v e l y f u l l 
i n f o r m a t i o n must be a v a i l a b l e a s t o what r e s o u r c e s a r e t h e r e 
t o a i d t h e s o l u t i o n , what forms of s o l u t i o n would be 
advantageous and what s o l u t i o n s a r e i m p r a c t i c a l or 
u n d e s i r a b l e . The headmaster o r t a s k manager must keep 
n o t h i n g 'up h i s s l e e v e * and a l l o w t h e group t o a c h i e v e a 
r e s u l t w h i c h he w i l l t h e n v e t o . T h i s w i l l d e s t r o y any 
f u t u r e p a r t i c i p a t i o n by c o l l e a g u e s . 
The ' P e rson' c u l t u r e , w h e r e i n t h e i n d i v i d u a l s e e s h i m s e l f 
a s the c e n t r e of an a c t i v i t y i s t o be found q u i t e o f t e n i n 
t h e E d u c a t i o n s ystem. The^ freedom and c l a s s r o o m autonomy 
e n j o y e d by many t e a c h e r s may w e l l a i d the development of 
s u c h a c u l t u r e . The i n d i v i d u a l w i l l do what he f e e l s i s 
b e s t when he f e e l s i t i s a p p r o p r i a t e . U n l e s s t h e r e i s g r e a t 
t r u s t between managers and t h e i n d i v i d u a l , and a b e l i e f t h a t 
the d i r e c t i o n and p r o g r e s s of t h e i n d i v i d u a l i s b e n e f i c i a l 
t o t he s c h o o l , t h e c o n t r o l of t h i s c u l t u r e i s d i f f i c u l t . 
I n d e e d t o o p e r a t e w i t h i n s u c h a c u l t u r e i s not t r u e 
management, m e r e l y c o - e x i s t e n c e . 
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The i n d i v i d u a l who shuns d i r e c t i o n from h i s s u p e r i o r s o r 
who s e e s l i t t l e need f o r conforming w i t h t h e norms of 
p r a c t i c e p o s e s a danger w i t h i n t h i s c u l t u r e . The c r y of "we 
a r e a l l p r o f e s s i o n a l s " h e r a l d s t h e i n d i v i d u a l who may 
d i s r e g a r d t he g e n e r a l d i r e c t i o n from management and he may 
go h i s own way. He may even t a k e a group w i t h him. 
F i g . 3.4 shows the p e r c e p t i o n of t h e s c h o o l environment 
a s c o n s i s t i n g of a c o l l e c t i o n of i n d i v i d u a l s , u n s t r u c t u r e d , 
i n t h e main, y e t i n t e r a c t i n g w i t h a d j a c e n t p a r t i e s . The 
i d e a of t h e s e l f b e i n g t h e c e n t r e of e a c h or a l l a c t i v i t y 
may stem from a b l i n d n e s s towards t h e whole p i c t u r e of 
c o n t r o l and c o o p e r a t i o n . The t e a c h e r who s e e s no r e a s o n why 
h i s maths c l a s s had to be s p l i t on a Wednesday a f t e r n o o n and 
r e f u s e s t o u n d e r s t a n d t h e t i m e t a b l e l o g i s t i c s may be a 
t r i v i a l example. However when an i n d i v i d u a l f e e l s t h a t t h e 
s t r u c t u r e and o r g a n i s a t i o n o p e r a t e d by the m a j o r i t y of s t a f f 
i s not f o r him he may e i t h e r i g n o r e the s t r u c t u r e s and modes 
of o p e r a t i o n o r even a c t a g a i n s t them. 
As i n c u r r i c u l a r m a t t e r s , _s.o i n m a t t e r s of g u i d a n c e , 
u n i l a t e r a l a p p r o a c h e s by members of s t a f f may c r e a t e 
c o n f u s i o n and d i s a r r a y . ( 8 ) 
We f i n d t h i s i n t he s t a f f member who r e p e a t e d l y i g n o r e s 
p u n c t u a l i t y o r a t t e n d a n c e a t s t a f f m e e t i n g s o r f i l l i n g i n 
p u p i l r e p o r t s or p e r h a p s even i g n o r i n g c u r r i c u l a r a d v i c e and 
d i r e c t i o n from t h o s e h a v i n g the r e s p o n s i b i l i t y f o r t h a t 
d i r e c t i o n . I f a wayward p r a c t i t i o n e r of t h i s c u l t u r e i s 
d i s c o v e r e d t h e n i t i s the duty of t h e s e n i o r managers t o 
s w i t c h t o a 'power' c u l t u r e t o a v o i d damage t o t h e 
o r g a n i s a t i o n and i t s p u p i l s . 
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W h i l s t t h e d a n g e r s w i t h i n t h e p e r s o n c u l t u r e a r e many i t 
must be a p p r e c i a t e d t h a t t h e c h a r i s m a t i c i n d i v i d u a l may be a 
boon t o t h e s c h o o l ; t a k i n g a l l t h e l i b e r t i e s and f r e e d o m s 
p r o v i d e d y e t s t i l l s t a y i n g w i t h i n t h e bounds o f 
a c c e p t a b i l i t y and t r u e p r o f e s s i o n a l i s m . 
I t s h o u l d be n o t e d t h a t l i k e f e a t u r e s o f one's own 
p e r s o n a l i t y t h e s e c u l t u r e s f o r m t h e p e r s o n a l i t y o f t h e 
s c h o o l management s t y l e . J u s t as o u r moods change, t h e n t h e 
c u l t u r e s used w i l l d i s t o r t f r o m one t o a n o t h e r a t d i f f e r e n t 
t i m e s o f t h e s c h o o l ' s l i f e . I n d e e d t h e good manager w i l l 
b r i n g i n t o p l a y t h e a p p r o p r i a t e c u l t u r e when s u i t a b l e f o r 
t h e p r e v a i l i n g c i r c u m s t a n c e s . T h e r e i s i n f a c t no r e a s o n 
why a l l c u l t u r e s s h o u l d n o t c o l o u r t h e management s t y l e so 
l o n g as t h e manager i s aware o f t h e b e n e f i t s and d a n g e r s 
c o n t a i n e d i n e a c h . 
I t i s t h e b a l a n c e b e t w e e n t h e s e c u l t u r e s w h i c h w i l l v a r y 
w i t h t h e managers' d e c i s i o n s r e g a r d i n g d e l e g a t i o n . Each 
c u l t u r e o p e r a t e s because o f , w i t h t h e a i d o f , o r d e s p i t e o f 
t h e a u t h o r i t y g i v e n t o s t a f f members by way o f d e l e g a t i o n . 
The a c t u a l a c t o f d e l e g a t i o n r e q u i r e s e i t h e r a s e c u r e 
k n o w l e d g e o f t h e a b i l i t y o f t h e p e r s o n r e c e i v i n g t h e 
r e s p o n s i b i l i t y , o r an a c t o f f a i t h i n t h e t e a c h i n g 
p r o f e s s i o n , as a w h o l e , t o be a b l e t o c a r r y o u t d u t i e s s e t 
by t h o s e i n a u t h o r i t y . Those who l o o k a t management f r o m 
t h e o u t s i d e o f t e n r e g a r d d e l e g a t i o n as a s h e d d i n g o f t h e 
w o r k - l o a d o f t h e ' t o p p e o p l e ' o n t o t h e s t a f f . ( I t may w e l l 
have been used i n s u c h a w a y ) . However t h e p r o c e s s o f 
d e l e g a t i o n i s more t h a n t h i s . The manager c a n n o t be 
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o m n i s c i e n t and om n i p r e s e n t r e g a r d i n g t h o s e t h i n g s w h i c h a r e 
w i t h i n h i s b r i e f of r e s p o n s i b i l i t y . He must d e l e g a t e t o 
e n s u r e t h a t t h e o b j e c t i v e s of t h e o r g a n i s a t i o n a r e brought 
to f r u i t i o n by u s i n g t h e d i v e r s e s t r e n g t h s of h i s 
c o l l e a g u e s . I n doing so t h e manager has not shed a l l 
c o n n e c t i o n s w i t h t h e t a s k : 
... a man who d e l e g a t e s i s now a c c o u n t a b l e , not o n l y 
f o r h i s own a c t i o n s , but f o r t h e a c t i o n s of t h o s e who 
e x e r c i s e r e s p o n s i b i l i t y on h i s b e h a l f . ( 9 ) 
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CHAPTER 4 
LEADERSHIP IN MANAGEMENT 
S c h o o l s l i k e many o r g a n i s a t i o n s have t o a d m i n i s t e r by 
v i r t u e of t h e i r management teams and.. 
A d m i n i s t r a t i o n whether i n e d u c a t i o n , i n d u s t r y o r 
government r e f e r s t o t h e human a c t i v i t y t h a t i n v o l v e s a 
minimum of f o u r components. 
1. The T a s k 
2. The Formal O r g a n i s a t i o n 
3. The Work Group ( o r Work Groups) 
4. The L e a d e r ( o r L e a d e r s ) ( 1 ) 
When t h i n k i n g of o r g a n i s a t i o n s t h e r e i s an a u t o m a t i c 
a s s u m p t i o n by many t h a t 'management' e q u a t e s t o 
' l e a d e r s h i p ' . I n d e e d i t i s most d e s i r a b l e t h a t t h e managers 
w i t h i n t h e s c h o o l p o s s e s s t h i s q u a l i t y . D e f i n i t i o n s of 
l e a d e r s h i p a r e many and v a r i e d . Most of us can r e c o g n i s e i t 
when we s e e i t i n a c t i o n , but o f t e n f i n d i t d i f f i c u l t t o 
d i s t i l out t h e f r a c t i o n s of t h i s q u a l i t y t o d i s p l a y t o 
o t h e r s . I n d e e d , l e a d e r s h i p i t s e l f i s not a c o n s t a n t 
a t t r i b u t e . F o r t h e r e a r e t h o s e who w i l l h a p p i l y t a k e on 
l e a d e r s h i p r o l e s i n a s i t u a t i o n 'X', who would be i n c a p a b l e 
of s u c h a r o l e i n s i t u a t i o n 'Y': A c l a s s r o o m t e a c h e r of 
young p r i m a r y p u p i l s may e f f e c t i v e l y l e a d h i s wards t h r o u g h 
a l e a r n i n g s i t u a t i o n , y e t may be u n a b l e t o do t h e same f o r a 
c l a s s of a d o l e s c e n t s , o r l e a d an 'outward-bound' e x p e d i t i o n . 
T h i s may not be j u s t a f a c t o r of knowledge. 
What t h e n i s a l e a d e r ? S t o d g i l l makes i t t h e b a s i s f o r 
h i s d e f i n i t i o n of an o r g a n i s a t i o n : 
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A group may o r may not have l e a d e r s . I f i t does have 
l e a d e r s , i t i s an o r g a n i s a t i o n , f o r a t l e a s t some of 
t h e members a r e t h e r e b y d i f f e r e n t i a t e d from t h e o t h e r s 
a s t o t h e r e s p o n s i b i l i t y o r r o l e e x p e c t a t i o n i n 
r e l a t i o n t o some common purpose. ( 2 ) 
He s t a t e s t h a t the l e a d e r s a r e t h o s e who t a k e on 
' r e s p o n s i b i l i t y ' o r ' r o l e e x p e c t a t i o n s ' . I t i s t h i s 
p r e p a r e d n e s s t o a c c e p t t h e r e s p o n s i b i l i t y and t h e f a c t t h a t 
o t h e r s w i l l a t t r i b u t e a r o l e of r e s p o n s i b i l i t y t o t h a t 
p e r s o n t h a t makes him a l e a d e r . But i s t h i s s u f f i c i e n t ? I f 
a p e r s o n i s e l e c t e d o r a p p o i n t e d t o a p o s i t i o n and he i s 
p r e p a r e d t o a c c e p t t h e r o l e and r e s p o n s i b i l i t y can we c a l l 
him a l e a d e r ? S h a r t l e g i v e s a l i s t of 
d e f i n i t i o n s of a l e a d e r w h i c h i s i n e x c e s s of S t o d g i l l ' s : 
...we may d e f i n e a l e a d e r i n s e v e r a l ways, s u c h a s the 
f o l l o w i n g : 
1. An i n d i v i d u a l who e x e r c i s e s p o s i t i v e i n f l u e n c e 
a c t s upon o t h e r s . 
2. An i n d i v i d u a l who e x e r c i s e s more i m p o r t a n t 
p o s i t i v e i n f l u e n c e a c t s t h a n any o t h e r member of the. 
group o r o r g a n i s a t i o n he i s i n . 
3. An i n d i v i d u a l who e x e r c i s e s most i n f l u e n c e i n g o a l 
s e t t i n g o r g o a l a c h i e v e m e n t of t h e group o r 
o r g a n i s a t i o n . 
4. An i n d i v i d u a l e l e c t e d by t h e group a s l e a d e r . 
5. An i n d i v i d u a l i n a g i v e n o f f i c e o r p o s i t i o n of 
a p p a r e n t l y hTgh i n f l u e n c e p o t e n t i a l . ( 3 ) 
I t i s i n t e r e s t i n g t o note t h a t o f t h e f i v e d e f i n i t i o n s 
o n l y two a r e f o r m a l appointments w h i l s t t h e o t h e r t h r e e make 
r e f e r e n c e t o t h e e f f e c t t h a t t h e i n d i v i d u a l has on o t h e r s 
w i t h i n t h e group. T h i s i m p l i e s t h a t l e a d e r s c a n e x i s t 
i n s i d e o r g a n i s a t i o n s w i t h o u t t h e p r o c e s s of f o r m a l 
appointment o r l e g a l r e c o g n i t i o n . 
What, t h e n , a r e we t o mean by l e a d e r s h i p ? The 
a s s u m p t i o n of t h e l e a d e r s r o l e ? The e f f e c t i v e n e s s w i t h 
w h i c h t h e r o l e i s performed?' Or t h e c a p a c i t y of an 
i n d i v i d u a l t o p e r f o r m t h i s r o l e e f f e c t i v e l y ? ( 4 ) 
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The q u a l i t y , o r q u a l i t i e s o f l e a d e r s h i p a r e t h o s e 
a t t r i b u t e s w h i c h e n a b l e t h e l e a d e r t o i n f l u e n c e t h e 
b e h a v i o u r o f o t h e r s . Some may be o v e r t s t y l e s o f a c t i v i t y 
w h i l s t o t h e r s may be l e s s o b v i o u s p e r s o n a l i t y t r a i t s w h i c h 
a r e r e a d i l y a c c e p t e d by o t h e r s a t a s u b c o n s c i o u s l e v e l . 
These two a s p e c t s o f ' a c t i o n ' and ' p e r s o n a l i t y ' have 
caused i n v e s t i g a t o r s p r o b l e m s i n d e f i n i n g t h o s e f a c t o r s 
c o n t r i b u t o r y t o t h e p r o d u c t i o n o f l e a d e r s h i p i n a p e r s o n . 
I s i t n a t u r e o r n u r t u r e ? A r e l e a d e r s h i p t r a i t s i n h e r e n t i n 
t h e p e r s o n a l i t y o r can l e a d e r s h i p be l e a r n e d ? 
S t u d i e s o f l e a d e r s i n d i f f e r e n t s i t u a t i o n s have f a i l e d 
t o d i s c o v e r any p a r t i c u l a r syndrome o f p e r s o n a l i t y 
t r a i t s t h a t r e g u l a r l y c h a r a c t e r i s e s u c h i n d i v i d u a l s and 
d i f f e r e n t i a t e b e t w e e n l e a d e r s and n o n - l e a d e r s . 
(STOGDILL, 1948 ( a ) ; GIBB, 1954 f b ) ) ( 5 ) 
C e r t a i n l y o b s e r v e r s o f l e a d e r s ' a c t i o n s a r e a b l e t o 
c l a s s i f y and e v a l u a t e t h e o v e r t a s p e c t s . These 
c l a s s i f i c a t i o n s c an be l a b e l l e d and t o g e t h e r w i t h t h e 
a s s o c i a t e d r e s u l t s o f t h e a c t i o n s , g r o u p e d as s u c c e s s f u l o r 
o t h e r w i s e i n t e r m s o f e f f e c t i v e l e a d e r b e h a v i o u r . What must 
be r e c o g n i s e d , h o wever, i s t h e 'human f a c t o r ' . T h a t i s t h e 
f a c t t h a t a c t i v i t y 'X' may r e s u l t i n a s u c c e s s f u l outcome 
f o r l e a d e r 'A', b u t when a c t i v i t y 'X' i s t r i e d by l e a d e r 'B' 
i t f a i l s t o have t h e same i m p a c t , o r f a i l s c o m p l e t e l y ... 
I n d e e d , what i s a s u c c e s s f u l a c t i v i t y f o r l e a d e r 'A' t o d a y 
may n o t w o r k f o r h i m t o m o r r o w . 
The b e h a v i o u r a l a p p r o a c h t o l e a d e r s h i p i s f r a u g h t w i t h 
e x c e p t i o n s and c o n t r a d i c t i o n s . A l l a c t i v i t i e s must be 
v i e w e d i n t h e c o n t e x t o f t h e s i t u a t i o n and t h e p e r s o n a l i t y 
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o f t h e i n d i v i d u a l l e a d e r . No r e c i p e s a r e a v a i l a b l e f o r good 
l e a d e r s h i p b u t what can be o f f e r e d i s a d v i c e on r o a d s w h i c h 
have l e d t o s u c c e s s f o r o t h e r s and a w a r n i n g a g a i n s t t h o s e 
r o a d s w h i c h have l e d t o r e p e a t e d f a i l u r e . I t i s n o t t h e 
p u r p o s e o f t h i s t h e s i s t o p r o v i d e s u c h p r e s c r i p t i v e a d v i c e 
b u t t o show t h e l e a d e r ' s r o l e i n s c h o o l s and t h e management 
t h e r e o f . 
I n a l a r g e o r g a n i s a t i o n t h e r e a r e many l e a d e r s . Some a r e 
t h e r e by a p p o i n t m e n t , o t h e r s by v i r t u e o f t h e i r p e r s o n a l 
e t h o s . From an a d m i n i s t r a t i o n a l p o i n t , o f v i e w l e a d e r s h i p 
o u g h t t o be u t i l i s e d t o f a c i l i t a t e t h e ' t a s k ' and t o e n s u r e 
m a i n t a i n a n c e o f t h e ' f o r m a l o r g a n i s a t i o n ' and t h e ' g r o u p ' 
o v e r w h i c h t h e l e a d e r has i n f l u e n c e . H a l p i n o b s e r v e s : 
One member o f t h e o r g a n i s a t i o n i s f o r m a l l y c h a r g e d 
w i t h t h e r e s p o n s i b i l i t y f o r t h e o r g a n i s a t i o n ' s 
a c c o m p l i s h m e n t . T h i s i n d i v i d u a l - t h e f o r m a l l e a d e r o r 
a d m i n i s t r a t o r - may i n t u r n s e l e c t o t h e r s u b g r o u p 
l e a d e r s o r a d m i n i s t r a t o r s c h a r g e d w i t h t h e 
r e s p o n s i b i l i t y f o r t h e t a s k a c c o m p l i s h m e n t o f t h e s e 
s u b g r o u p s w i t h i n t h e l a r g e r o r g a n i s a t i o n . Each 
s u b g r o u p c o n t r i b u t e s t o a c c o m p l i s h i n g t h e 
o r g a n i s a t i o n ' s t a s k . To a v o i d d u p l i c a t i o n o f e f f o r t 
and t o m i n i m i s e j u r i s d i c t i o n a l d i s p u t e s , t h e 
a d m i n i s t r a t o r o f t h e l a r g e o r g a n i s a t i o n may s p e c i f y f o r 
each; "subgroup l e a d e r t h e t a s k o f h i s s u b g r o u p . 
M o r e o v e r t h e t o p a d m i n i s t r a t o r o r d i n a r i l y s e t s t h e 
c o n d i t i o n s f o r c o m m u n i c a t i o n c h a n n e l s w i t h i n t h e 
o r g a n i s a t i o n and s t i p u l a t e s t h e l i m i t o f a u t h o r i t y and 
r e s p o n s i b i l i t y o f e a c h s u b g r o u p l e a d e r . ( 6 ) 
Amongst t h e s e we have t h e h e a d t e a c h e r , h i s d e p u t i e s , house 
m a s t e r s , heads o f d e p a r t m e n t s and o t h e r s , d e p e n d i n g upon t h e 
s c h o o l ' s s t r u c t u r e . T h i s n o m i n a t e d l e a d e r s h i p c a r r i e s w i t h 
i t o b l i g a t i o n , r e s p o n s i b i l i t y and e x p e c t a t i o n t o f u l f i l l t h e 
t a s k s e t i n a c c o r d a n c e w i t h t h e aims o f t h e s c h o o l . 
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The p e r s o n a p p o i n t e d to any p o s i t i o n of l e a d e r may not be 
t h e n a t u r a l c h o i c e of t h e group t o w h i c h he i s a p p o i n t e d . 
T h i s w i l l pose an i n i t i a l p r e s s u r e upon t h e l e a d e r t o adopt 
s t y l e s and s t r a t e g i e s of l e a d e r s h i p w h i c h d i f f e r from t h o s e 
of an e l e c t e d l e a d e r . T h i s i s due, i n e f f e c t , t o t h e 
d i f f e r i n g power s o u r c e t h a t t h e l e a d e r w i l l need t o e x p l o i t . 
Had he been an e l e c t e d l e a d e r he c o u l d have made use of h i s 
own 'person' power o r ' e x p e r t ' power. The a p p o i n t e d l e a d e r 
must make use of h i s ' p o s i t i o n ' o r ' l e g a l ' power i n the 
f i r s t i n s t a n c e . I t was noted by H a l p i n t h a t : 
The b e h a v i o u r of the l e a d e r and t h e b e h a v i o u r of the 
group members a r e i n e x t r i c a b l y i n t e r w o v e n , t h e 
b e h a v i o u r of both i s d e t e r m i n e d t o a g r e a t degree by 
the f o r m a l r e q u i r e m e n t s imposed by t h e i n s t i t u t i o n of 
which t h e group i s a p a r t . ( 7 ) 
T h i s means t h a t even when t h e l e a d e r has g a i n e d a c c e p t a n c e 
by t h e group the n a t u r e of h i s management s t y l e may be 
g r e a t l y i n f l u e n c e d by t h e f o r m a l needs of h i s r o l e i n t h e 
s c h o o l . 
We c an p o s t u l a t e an example of a head of department b e i n g 
a p p o i n t e d f-rom o u t s i d e a s c h o o l , t a k i n g o v e r a p o s i t i o n a s 
l e a d e r of a d e p a r t m e n t a l team, where i t had been e x p e c t e d 
t h a t t h e 'second i n department' might have been promoted t o 
the p o s i t i o n . O b v i o u s l y t h e r e w i l l be i n i t i a l c o o l n e s s , i f 
not h o s t i l i t y t owards t h e new head of department. Both t h e 
new l e a d e r and t h e d e p a r t m e n t a l group must work w i t h i n t h e 
d i r e c t i v e s g i v e n by the s c h o o l . However, the s t y l e o f 
l e a d e r s h i p adopted by t h e new head o f department w i l l have 
to be much d i f f e r e n t t o t h a t he might have chosen, had he 
been t h e i n t e r n a l c a n d i d a t e f a v o u r e d by t h e s t a f f . 
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S t y l e s of l e a d e r s h i p w i l l be d e a l t w i t h l a t e r i n t h i s 
c h a p t e r but i t i s o b v i o u s t h a t t o l e a d e f f e c t i v e l y and 
e f f i c i e n t l y t h e l e a d e r w i l l have f i r s t t o overcome t h e 
r e l u c t a n c e to a c c e p t him a s a l e a d e r . I t i s o n l y p o s s i b l e 
f o r a l e a d e r t o l e a d e f f e c t i v e l y i f t h e r e a r e w i l l i n g 
f o l l o w e r s who w i l l submit to t h e c o n t r o l of t h e l e a d e r . 
Even i n t h e i d e a l s i t u a t i o n l e a d e r s h i p i s r e q u i r e d . 
I n t h e i d e a l s i t u a t i o n t h e l e a d e r and h i s / h e r c o l l e a g u e 
a g r e e on t h e amount of c o n t r o l n e c e s s a r y t o a c h i e v e 
both the aims of t h e o r g a n i s a t i o n and t h e i r own aims. 
I f t h i s i d e a l s i t u a t i o n does not e x i s t t h e n e i t h e r 
power s a n c t i o n s and c o e r c i o n have t o be used or a s t y l e 
of l e a d e r s h i p w h i c h b r i n g s p o s i t i v e m o t i v a t i o n t o 
a c h i e v e t h e g o a l s of the o r g a n i s a t i o n . ( 8 ) 
The i d e a of t h e use of power s a n c t i o n s and c o e r c i o n may 
seem r a t h e r n e g a t i v e a c t i v i t i e s , and i n d e e d ought t o be u s e d 
a s a l a s t r e s o r t i n a s c h o o l s i t u a t i o n . However, i t i s the 
power ( o f w h a t e v e r t y p e ) i n h e r e n t i n l e a d e r s w h i c h e n a b l e s 
them t o behave a s l e a d e r s . 
I n an e s s a y t h a t has become a c l a s s i c i n l i t e r a t u r e on 
power, F r e n c h and Raven (1959) d e f i n e d power a s 
" i n f l u e n c e on t h e p e r s o n , P, produced by an agent, 0, 
where 0 c a n be a n o t h e r p e r s o n , a r o l e , a norm, a group, 
or a p a r t o f a group" (_p_. _1_51J_«_ T h e i r a n a l y s i s — o f — - t h e 
b a s e s of^p~bwei r e m p h a s i s e s P's p e r c e p t i o n t h a t 0 has the 
means and a b i l i t y t o e x e r c i s e i n f l u e n c e . I n o t h e r 
words P a t t r i b u t e s t o 0 t h e r e w a r d power, t h e c o e r c i v e 
power, l e g i t i m a t e power, r e f e r e n t power and/or e x p e r t 
power and P i s i n f l u e n c e d by t h i s power. ( 9 ) 
Burnham p u t s i t i n more s c h o o l based terms when t a l k i n g of 
r o l e e x p e c t a t i o n s : 
I t c a n be s e e n from t h i s t h a t a head's (manager's) 
a u t h o r i t y r e a l l y l i e s i n t h e t e a c h e r s ' e v a l u a t i o n of 
h i s b e h a v i o u r ; the head (manager) must c l e a r l y e a r n h i s 
a u t h o r i t y : ( 1 0 ) 
Note i t i s t h e f o l l o w e r who a t t r i b u t e s to t h e l e a d e r t h e 
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f a c i l i t y of power. I f t h e p e r s o n r e f u s e s t o be b r i b e d , 
c o e r c e d or a c c e p t t h a t t h e nominated l e a d e r has any 
l e g i t i m a t e r i g h t to e x e r c i s e a u t h o r i t y , t h e n t h e l e a d e r w i l l 
be r e n d e r e d i n e f f e c t i v e w i t h t h a t p e r s o n . The many 
d i f f e r i n g forms of power ( t h a t a r e a s c r i b e d t o t h e l e a d e r 
f o r d i f f e r i n g r e a s o n s ) have been i d e n t i f i e d and l a b e l l e d 
under s u c h h e a d i n g s a s p h y s i c a l , r e s o u r c e , p o s i t i o n , e x p e r t 
and p e r s o n a l ( c h a r i s m a t i c ) . Handy s t a t e s : 
When power, o r i n f l u e n c e , i s l e g i t i m a t e r e c o g n i s e d and 
acknowledged i t i s c a l l e d ' a u t h o r i t y ' . . . 
You c a n g e t power i n v a r i o u s ways: 
* By c o n t r o l of r e s o u r c e s , money, guns, i n f o r m a t i o n or 
b r u t e s t r e n g t h ... ' r e s o u r c e power' ... 
* By o c c u p y i n g a p o s i t i o n or f o r m a l r o l e i n an 
i n s t i t u t i o n or i n s o c i e t y . T h i s ' p o s i t i o n power' 
becomes a u t h o r i t y because your power i s t h e n l i c e n s e d . 
The p o s i t i o n power w i l l u l t i m a t e l y be backed up by 
r e s o u r c e power... 
* By p o s s e s s i n g knowledge, e x p e r t i s e o r wisdom, w h i c h 
g i v e s one ' e x p e r t power'. T h i s , i f w i d e l y a c c e p t e d , 
g e t s t u r n e d i n t o a u t h o r i t y ... 
* By p o s s e s s i n g some k i n d of c h a r i s m a , which may come 
from your p e r s o n a l i t y , from your a s s o c i a t i o n w i t h o t h e r 
g r e a t p e o p l e (what i s c a l l e d ' r e f e r e n t power') o r from 
your t r a c k r e c o r d - ' p e r s o n a l power'. ( 1 1 ) 
One must r e c o g n i s e t h a t no m a t t e r how power i s a s c r i b e d or 
by whom, i t i s the l e a d e r who u s e s i t . Whichever form of 
power us e d by t he l e a d e r , t h e i n t e n t i o n i s t o m o t i v a t e 
c o l l e a g u e s i n t o a c t i v i t y w h i c h w i l l f u r t h e r t h e aims of t h e 
o r g a n i s a t i o n ( s c h o o l ) , be i t a t a d m i n i s t r a t i v e , e d u c a t i o n a l 
o r s o c i a l l e v e l s . The a b i l i t y t o m o t i v a t e has a l w a y s been 
r e g a r d e d a s a l e a d e r ' s t a l e n t . T h i s i s based upon t h e 
b e l i e f , p e r h a p s a m i s t a k e n b e l i e f , t h a t m o t i v a t i o n i s 
something g i v e n to a f o l l o w e r by a l e a d e r . P a u l a S i l v e r 
q u e s t i o n s t h i s when d i s c u s s i n g t h e E x p e c t a n c y Theory: 
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To t h i n k of m o t i v a t i o n i n terms of a d u l t b e h a v i o u r i s 
t o r a i s e t h e q u e s t i o n of whether we c a n m o t i v a t e 
someone to do something or whether m o t i v a t i o n i s 
i n t e r n a l t o e a c h i n d i v i d u a l and e f f e c t e d o n l y 
i n d i r e c t l y , i f a t a l l , by o t h e r p e o p l e . ( 1 2 ) 
I n p o s t u l a t i n g t h a t m o t i v a t i o n i s i n t e r n a l t o t h e 
i n d i v i d u a l , as s t a t e d , i t becomes t h e l e a d e r ' s t a s k t o 
c r e a t e s i t u a t i o n s ( c l i m a t e s ) i n w h i c h t h e r e w i l l be a 
' d e s i r e d outcome' a s a r e s u l t of o t h e r s f o l l o w i n g the 
l e a d e r ' s d i r e c t i o n . T h i s c o u l d be t h e a c h i e v e m e n t of a 
mutual g o a l ( t h e e d u c a t i o n of c h i l d r e n ) , a reward of some 
k i n d ( p o s s i b l y a promotion o r acknowledgement f o r a c t i o n ) or 
even a v o i d a n c e of some n e g a t i v e f a c t o r s (demotion, d i s m i s s a l 
o r 4D t o t e a c h ) . 
The a b i l i t y t o c a r r y out p e r p e t u a l i n - d e p t h a n a l y s i s o f 
l e a d e r s h i p i s not a n e c e s s a r y f a c i l i t y f o r t h e l e a d e r f o r 
many l e a d e r s have a n a t u r a l ' f e e l ' f o r s i t u a t i o n s . T h e i r 
a b i l i t y may be l e a r n e d o r i n h e r e n t . I t m a t t e r s n o t . J u s t 
l i k e t h e s h a r p - s h o o t e r who h i t s t h e t a r g e t e a c h time w i t h o u t 
r e f e r e n c e t o t r a j e c t o r i e s and r e l a t i v e v e l o c i t i e s , t h e good 
l e a d e r has a f e e l f o r t h e s i t u a t i o n and a r e p e r t o i r e of 
p o s s i b l e r e s p o n s e s from w h i c h t o choose or f a b r i c a t e a new 
one. C o u l d i t be t r u e t h a t "The i n s p i r e d amateur i s the 
b e s t l e a d e r of i n t e l l i g e n t p e o p l e " ? ( 1 3 ) 
Moving away from pure t h e o r y and t h e c l i n i c a l d i s s e c t i o n 
of l e a d e r s h i p i n t o t h e r e a l m s of p r a c t i c e we cannot a l w a y s 
r e l y on o b t a i n i n g t h e c o r r e c t number of ' i n s p i r e d a mateurs'. 
D a v i d Trethowan p o i n t s out t h a t : 
Heads and middle management a r e needed i n a l l of t h e 
31,500 or so s c h o o l s i n E n g l a n d and Wales and f o r most 
of the p o s t s t e a c h e r s w i l l l e a r n , d e v e l o p and a c q u i r e 
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l e a d e r s h i p s k i l l s r a t h e r t h a n be born t o l e a d . . . T h e r e 
i s an i m p l i e d acknowledgement t h e r e i n t h a t 'doing what 
comes n a t u r a l l y ' which i s based upon i n n a t e q u a l i t i e s 
w i l l not a l w a y s be s u i t a b l e and t h a t a more e f f e c t i v e 
s t y l e c a n be d e v e l o p e d . ( 1 4 ) 
The need f o r t r a i n i n g i n l e a d e r s h i p , not i n any 
p r e s c r i p t i v e f a s h i o n , but by o b s e r v a t i o n and p r a c t i c e i n 
minor l e a d e r s h i p r o l e s i s e v i d e n t . A s p i r i n g managers must 
be g i v e n t r a i n i n g i n man-management and l e a d e r s h i p 
t e c h n i q u e s . A d v i c e from p r a c t i c i n g s u c c e s s f u l managers w i l l 
h e l p s h o r t - c i r c u i t t h e l e a r n i n g p r o c e s s and may a v o i d 
u n n e c e s s a r y f a l s e s t a r t s and u g l y s i t u a t i o n s i n s c h o o l . By 
i d e n t i f y i n g t h e o b j e c t i v e s t o be t a r g e t t e d by l e a d e r s a f i r m 
f o u n d a t i o n w i l l be g i v e n t o the p r o s p e c t i v e manager. Denys 
John t a k e s a p o s i t i v e view of t r a i n i n g l e a d e r s i n t h e 
c l a s s r o o m . 
The r o l e of t h e c l a s s r o o m t e a c h e r i s t h e embryo of the 
head of department. T h i s i n t u r n i s t h e f o u n d a t i o n f o r 
t h e p r o p e r u n d e r s t a n d i n g of t h e r o l e s of t h e deputy 
head or t h e head. T h i s i s c e r t a i n l y not t o s a y t h a t 
t h e r e i s no p l a c e f o r c o u r s e s i n management. I t does 
mean, however, t h a t a new u n d e r s t a n d i n g of the n a t u r e 
of l e a d e r s h i p makes the s c h o o l i t s e l f ( w i t h t h e 
r e l a t i o n s h i p s i t r e p r e s e n t s and t h e o p p o r t u n i t i e s f o r 
p a r t i c i p a t i o n w h i c h i t r e p r e s e n t s ) , i n t o the p r o p e r 
l o c a t i o n f o r and i n s t r u m e n t of t r a i n i n g f o r promotion. 
( 1 5 ) 
T h i s i s not a view h e l d by a l l . The Durham and N e w c a s t l e 
R e s e a r c h Review ( S p r i n g 1985) s t a t e s : 
...head t e a c h e r s and o t h e r s e n i o r s t a f f have not been 
s u b j e c t t o any s y s t e m a t i c o r r i g o r o u s t r a i n i n g , t o 
d e v e l o p t h e i r m a n a g e r i a l s k i l l s ; second a s Handy (1984) 
( a ) makes c l e a r , t h e demands of p r e c e d i n g j o b s 
( c l a s s r o o m t e a c h i n g ) , . . . a r e d i f f e r e n t t o t h e 
r e q u i r e m e n t s f o r e f f e c t i v e s c h o o l management. ( 1 6 ) 
I t i s thought t h a t good l e a d e r s h i p c a n be i d e n t i f i e d and 
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s e v e r a l a u t h o r s have g i v e n b r i e f n o t e s on t h e i r v i e w s : 
I n s h o r t , t h e e f f e c t i v e l e a d e r i s one who d e l i n e a t e s 
c l e a r l y t h e r e l a t i o n s h i p between h i m s e l f and the 
members of t h e group, and e s t a b l i s h e s w e l l d e f i n e d 
p a t t e r n s of o r g a n i s a t i o n , of o r g a n i s a t i o n a l c h a n n e l s of 
communication, and ways of g e t t i n g t h e j o b done. At 
t h e same time, h i s b e h a v i o u r r e f l e c t s f r i e n d s h i p , 
mutual t r u s t , r e s p e c t , and warmth i n r e l a t i o n s h i p s 
between h i m s e l f and the members of t h e group. ( 1 7 ) 
The B r i a u l t R e p o r t " F a l l i n g R o l l s i n Secondary S c h o o l s " 
has a number of t h i n g s t o s a y on l e a d e r s h i p : 
I f t h e two o r t h r e e p e o p l e a t t h e top of t h e h i e r a r c h y 
form, w i t h t h e head, a f u l l y c o - o p e r a t i n g team w i t h 
b r o a d l y common a t t i t u d e s and o b j e c t i v e s , t h e n a good 
head c a n e x e r c i s e h i s powers of l e a d e r s h i p t o the f u l l . 
What a r e t h e s e q u a l i t i e s of l e a d e r s h i p ? P e r h a p s t o be 
a l o n g s i d e h i s s t a f f i n t h e i r c o n c e r n s , t o be ahead of 
h i s s t a f f i n h i s t h i n k i n g and u n d e r s t a n d i n g and t o be 
a b l e t o b r i n g t o h i s c o l l e a g u e s and h i s s c h o o l a 
b r o a d e r v i e w of t h e s c h o o l . ( 1 8 ) 
H a l p i n sums up w i t h : 
I n s h o r t , i f a l e a d e r ... i s t o be s u c c e s s f u l , he 
must c o n t r i b u t e t o both major group o b j e c t i v e s of g o a l 
a c hievement and group m a i n t e n a n c e . ( 1 9 ) 
These two a r e a s of g o a l a c h i e v e m e n t , t h a t i s s u c c e s s f u l l y 
a t t a i n i n g t h e aims of t h e s c h o o l , and group maintenance may 
be s u b d i v i d e d i n t o f u r t h e r a r e a s . Group maintenance, f o r 
example, i s t h e f u n c t i o n of k e e p i n g t h e o r g a n i s a t i o n 
o p e r a t i n g t o f u l l e f f i c i e n c y i n s t a f f i n g , i n s t r u c t u r e and 
morale. The v a r y i n g c o m b i n a t i o n s of t h e s e f a c t o r s was 
d i s c u s s e d e a r l i e r when d i s c u s s i n g ' s c h o o l c l i m a t e s ' . C a r e 
i s r e q u i r e d i n the i n t e r p r e t a t i o n of ' m a i n t a i n i n g t h e 
s ystem', f o r t o m a i n t a i n a 'system', a l b e i t f u l f i l l i n g i t s 
aims, can o n l y be d e s c r i b e d a s s t a g n a t i o n . Managers must 
beware of c o n f u s i n g e f f i c i e n c y w i t h l e a d e r s h i p . 
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... r o u t i n e p e r f u n c t o r y a c t i v i t i e s have a s p e c i o u s 
a t t r a c t i v e n e s s b e c a u s e t h e y o f t e n a l l a y a n x i e t i e s t h a t 
a r e i n h e r e n t i n t h e s u p e r i n t e n d e n t ' s l e a d e r s h i p r o l e . 
But we must a v o i d t h e m i s t a k e of c o n f u s i n g s h e e r 
r o u t i n e a c t i v i t y w i t h p r o d u c t i v i t y and c r e a t i v i t y 
r e q u i r e d f o r e f f e c t i v e l e a d e r s h i p . ( 2 0 ) 
W i t h i n any s c h o o l i t i s t h e l e a d e r s who c o n t r i b u t e t o 
th e ' f e e l ' and ' p r o d u c t i o n ' o f t h e s c h o o l . H a l p i n ( 1 958) 
groups t h e e s s e n t i a l c o n t r i b u t o r y f a c t o r s i n t o two 
c a t e g o r i e s t h a t d e t e r m i n e t h e e f f e c t i v e n e s s and s t y l e o f a 
l e a d e r . He c a l l s h i s f i r s t c a t e g o r y ' I n i t i a t i n g S t r u c t u r e ' ; 
t h a t i s e n s u r i n g t h a t t h e o r g a n i s a t i o n i s c o n t i n u a l l y 
m o d i f y i n g i t s e l f t o f i t the needs o f i t s environment and t h e 
need t o improve i t s e l f . H i s second c a t e g o r y he c a l l e d 
' C o n s i d e r a t i o n ' ; t h a t i s t h e maintenance of s t a f f morale and 
w e l f a r e . He summarises h i s f i n d i n g s i n t h e diagram shown a s 
F i g . 4 . 1 . 
The l e a d e r s d e s c r i b e d i n Quadrant I a r e e v a l u a t e d a s 
h i g h l y e f f e c t i v e , whereas t h o s e i n Quadrant I I I , whose 
b e h a v i o u r i s o r d i n a r i l y accompanied by c h a o s , a r e 
c h a r a c t e r i s e d a s most i n e f f e c t i v e . The l e a d e r s i n Quadrant 
IV a r e t h e m a r t i n e t s and t h e " c o l d f i s h " so i n t e n t upon 
g e t t i n g t h e j o b done t h a t t h e y f o r g e t t h e y a r e d e a l i n g w i t h 
human b e i n g s , not w i t h cogs i n a machine. The i n d i v i d u a l s 
d e s c r i b e d i n Quadrant I I a r e a l s o i n e f f e c t i v e l e a d e r s . They 
may ooze w i t h t h e m i l k of human k i n d n e s s , but t h i s 
c o n t r i b u t e s l i t t l e t o t h e e f f e c t i v e performance u n l e s s t h e i r 
C o n s i d e r a t i o n b e h a v i o u r i s accompanied by t h e n e c e s s a r y 
minimum of I n i t i a t i n g S t r u c t u r e b e h a v i o u r . 
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F i g . 4.1 
CONSIDERATION 
c - c+ n r 
ZJ 
4-S s+ s+ •S a. 
ct) p ( I V ) ( I ) 
—j 
/2 
<P c - c + 0 u 
c« 
- H s - s - 3 c t--t-> 
-r-4 
1— ( I I I ) ( I I ) 
1—t 
Mean o f C o n s i d e r a t i o n s c o r e s 
A Q u a d r a n t Scheme f o r d e s c r i b i n g l e a d e r ' s b e h a v i o u r 
on t h e I n i t i a t i n g S t r u c t u r e and C o n s i d e r a t i o n 
d i m e n s i o n s . 
( f r o m Andrew W. H a l p i n , "The S u p e r i n t e n d e n t ' s 
E f f e c t i v e n e s s as a L e a d e r " , A d m i n i s t r a t o r ' s Handbook, 
7 , No.2. O c t o b e r 1958. ) 
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I t must be r e c o g n i s e d t h a t t h e aims of the s c h o o l may 
n e v e r a c t u a l l y be a c h i e v e d f o r t h e y w i l l o f t e n need t o be 
r e d e f i n e d . The i n i t i a t i o n of new c o u r s e s and new d i r e c t i o n s 
f o r t h e s c h o o l ' s e t h o s a r e t a s k s w i t h w h i c h t h e managers i n 
s c h o o l have t o cope. Changes i n or i n t r o d u c t i o n of c o u r s e s 
may be brought about by a head of department o r o t h e r 
i n t e r e s t e d p a r t y . T h i s form of i n i t i a t i o n i s one of t h e 
r e a d i l y r e c o g n i s a b l e f u n c t i o n s of l e a d e r s h i p f o r t o i n i t i a t e 
change i s t o l e a d i n t h a t d i r e c t i o n . The head, t h e u l t i m a t e 
l e a d e r , i s most l i k e l y t o be t h e i n i t i a t o r of s u c h 
a c t i v i t i e s or a t l e a s t he w i l l have t h e f i n a l d e c i s i o n as to 
whether or not t h e change t a k e s p l a c e . 
A common m i s g i v i n g i s t h a t t h e i n i t i a t i n g of change i s a 
s i g n of good l e a d e r s h i p . I n d e e d t h e r e e x i s t s an e q u a t i o n 
t h a t change and i n n o v a t i o n i s t h e r e s u l t of l e a d e r s h i p . But 
i s t h i s a l w a y s 'good' l e a d e r s h i p ? I f we a r e t o l o o k a t 
l e a d e r s h i p a s a b e n e f i c i a l c o n t r i b u t o r t o t h e aims and 
o b j e c t i v e s of t h e s c h o o l t h e n any l e a d e r s h i p a c t w h i c h 
h i n d e r s or d e t r a c t s from t h e morale o r a c h i e v e m e n t of the 
s c h o o l ' s aims a r e not worthy of the t i t l e ' l e a d e r s h i p ' . I t 
i s t h e r e f o r e p o s s i b l e t o have managers w i t h power whose 
l e a d e r s h i p i s e i t h e r weak o r i n the wrong d i r e c t i o n f o r the 
f u l f i l m e n t of t he aims of the s c h o o l and t h e promotion of 
group maintenance. T h i s ' n e g a t i v e power' w i l l e v e n t u a l l y 
l e a d t o t he ' c l o s u r e ' of t he s c h o o l c l i m a t e or t h e 
d e s t r u c t i o n of t he whole e t h o s of t h e s c h o o l . 
U n c e r t a i n l e a d e r s h i p q u i c k l y l e a d s t o f a l l i n g morale 
i n c h anging c i r c u m s t a n c e s . ( 2 1 ) 
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T h i s r e p o r t was r e f e r r i n g , i n t h e m a i n , t o ' f a l l i n g 
r o l l s ' , however, s i n c e most changes can cause unease i n 
s t a f f , I f e e l i t i s e q u a l l y t r u e as a g e n e r a l s t a t e m e n t . 
P e r s o n a l i t i e s whose aims a r e n o t i n sympathy w i t h t h e 
g e n e r a l aims o f t h e s c h o o l can f o r m a s u b v e r s i v e u n d e r t o w 
w i t h i n t h e s c h o o l , t h u s d e t r a c t i n g f r o m t h e a c h i e v e m e n t o f 
t h e aims o f t h e s c h o o l f o r m i n g s c h i s m s amongst t h e s t a f f , 
p u p i l s and p o s s i b l y p a r e n t s . Such n e g a t i v e poxver can be 
e a s i l y u s e d as i t c a r r i e s no r e s p o n s i b i l i t y . 
The c h a r i s m a t i c l e a d e r who c a n p e r s u a d e o t h e r s t o f o l l o w 
by r e a s o n o f a r g u m e n t and i d e a l may n o t a l w a y s f u l f i l a 
l e a d e r s r o l e i n t h e p r a c t i c a l s i t u a t i o n , f o r t h e r e may be a 
m i s m a t c h b e t w e e n h i s aims and o b j e c t i v e s and t h o s e o f t h e 
o r g a n i s a t i o n . I t must be remembered t h a t s c h o o l s , as 
o r g a n i s a t i o n s , c o n s i s t o f t h e manager, t h e s t a f f and t h e 
c u s t o m e r s ( p u p i l s , p a r e n t s and s o c i e t y ) . 
Bob Evans, i n d e s c r i b i n g t h e e a r l y y e a r s o f C o u n t e s t h o r p e 
C o l l e g e , L e i c e s t e r , makes r e f e r e n c e t o t h i s m i s m a t c h o f t h e 
head's new aims and o b j e c t i v e s i n c r e a t i n g an e x t r e m e l y 
i n n o v a t i v e and l i b e r a l a t m o s p h e r e i n t h e s c h o o l w i t h t h e 
p e r c e i v e d e x p e c t a t i o n s o f t h e s c h o o l and community. 
W i t h i n t h e s c h o o l , s t u d e n t s o f t e n f a i l e d t o r e s p o n d t o 
t h e w o n d e r f u l new c u r r i c u l u m and, w h i l s t r e v e l l i n g i n 
t h e i r new f o u n d f r e e d o m i n some r e s p e c t s , demand more 
s t r u c t u r e i n t h e i r w o r k and more t r a d i t i o n a l f o r m s o f 
d i s c i p l i n e . ( 2 2 ) 
E a r l i e r he made r e f e r e n c e t o t h e a t t e m p t t o change t h e 
a t t i t u d e s o f t h e p u b l i c and t h e p u p i l s . 
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The t a s k of r e - e d u c a t i n g s t u d e n t s and p a r e n t s i n t o 
the a c c e p t a n c e of the s c h o o l ' s p r o g r e s s i v e e t h o s proved 
a t a x i n g one. ( 2 3 ) 
The c h a r i s m a t i c s t y l e of t h e headmaster (McMullen) and 
h i s e n t h u s i a s m f o r i n n o v a t i o n ' a c r o s s t h e board' i n v o l v e d 
d e m o c r a t i c d e c i s i o n making. The r e s u l t s of w h i c h he 
a c c e p t e d a s mandatory f o r i m p l e m e n t a t i o n . One f e e l s t h a t 
h i s e n t h u s i a s m f i r e d h i s s t a f f w i t h i d e a s t h a t he made no 
attempt t o d i r e c t i n t o w orkable p r a c t i c e . C o u l d i t p o s s i b l y 
be t h a t i n h i s e n t h u s i a s m t o i n n o v a t e ( i . e . i n i t i a t e change 
i n a c c e p t e d p r a c t i c e ) , t h e e x p e r i m e n t , f o r s u c h i s t h e 
n a t u r e of change, f a i l e d t o t a k e a c c o u n t of t he human c o s t 
i n p u p i l p a r t i c i p a t i o n and a c h i e v e m e n t . 
I t i s t e m p t i n g , i n r e t r o s p e c t , t o c a s t i g a t e t h e s t a f f 
f o r t h e i r s t a r r y - e y e d optimism and t h e i r f a i l u r e t o 
d e v e l o p a s e t of i d e a s and p r a c t i c e s which embraced t h e 
r e a l i t i e s t h e y were c a l l e d upon t o d e a l w i t h . They 
were so e n c h a n t e d by McMullen's l i b e r a l d e f i n i t i o n of 
th e e d u c a t i o n a l t a s k t h a t t h e y were i n c a p a b l e of 
u n d e r s t a n d i n g t h e problems thrown up by the c l a s s 
s o c i e t y i n whic h t h e y were o p e r a t i n g a s a g e n t s of t h e 
s t a t e . A l l u r i n g though t h i s v i e w i s , i t i s j u s t a s 
i m p o r t a n t t o u n d e r s t a n d t h a t r a d i c a l i n n o v a t i o n i n 
e d u c a t i o n , a s i n o t h e r a r e a s , r e q u i r e s some measure of 
r o m a n t i c i d e a l i s m w h i c h may i n some r e s p e c t be 
u n r e a l i s t i c but whic h p r o v i d e s , n e v e r t h e l e s s , t h e 
b e l i e f t h a t change i s p o s s i b l e and t h e courage and 
i m a g i n a t i o n t o f o l l o w i t t h r o u g h . What may be more 
c r u c i a l i s how f l e x i b l e i n n o v a t o r s a r e i n a d a p t i n g 
t h e i r i d e a s t o t h e r e a l s i t u a t i o n t h u s t e m p e r i n g t h e i r 
i d e a l i s m w i t h e v e r y d a y p r a c t i c e . A c e r t a i n l e v e l of 
i d e a l i s m must be s u s t a i n e d i f t h e i n n o v a t i o n i s t o 
c o n t i n u e and t he e v e r p r e s e n t p i t f a l l of d e m o r a l i s a t i o n 
a v o i d e d . ( 2 4 ) 
Perha p s one fundamental f e a t u r e of l e a d e r s h i p ought t o be 
'pragmatism'. O t h e r w i s e , i n t he above example where t h e 
l e a d e r had c h a r i s m a , t h r u s t , e n t h u s i a s m , knowledge of t h e o r y 
and was i n n o v a t i v e and d e m o c r a t i c , i t i s i n c o n c e i v a b l e t h a t 
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t h e s y s t e m d i d not produce the r e q u i r e d aims. L e a d e r s must 
t h e r e f o r e not m e r e l y p o s s e s s t h o s e f a c t o r s w h i c h have been 
a n a l y s e d out by o b s e r v a t i o n from o t h e r l e a d e r s ' s t y l e s but 
must a l s o p o s s e s s t h e a b i l i t y t o t e s t t h e environment, to 
e m p a t h i s e w i t h t h o s e w i t h whom he has d e a l i n g s and t h e r e b y 
modify h i s d e c i s i o n s and a c t i o n s i n an a p p r o p r i a t e manner to 
produce the b e s t r e s u l t f o r t h e s i t u a t i o n . A r g y r i s (1957) 
s u p p o r t e d t h i s v iew: 
E f f e c t i v e l e a d e r s h i p depends upon a m u l t i t u d e of 
c o n d i t i o n s . T h e r e i s no p r e d e t e r m i n e d , c o r r e c t way t o 
behave a s a l e a d e r . The c h o i c e of l e a d e r s h i p p a t t e r n 
s h o u l d be based upon an a c c u r a t e d i a g n o s i s of r e a l i t y 
of t h e s i t u a t i o n i n w h i c h t h e l e a d e r i s imbedded. I f 
one must have a t i t l e f o r e f f e c t i v e l e a d e r s h i p i t might 
be c a l l e d ' r e a l i t y c e n t e r e d l e a d e r s h i p ' . R e a l i t y 
c e n t e r e d l e a d e r s h i p i s not a p r e d e t e r m i n e d s e t of " b e s t 
ways to i n f l u e n c e p e o p l e " . The o n l y p r e d i s p o s i t i o n 
t h a t i s p r e s c r i b e d i s t h a t t h e l e a d e r ought t o f i r s t 
d i a g n o s e what i s r e a l i t y and t h e n t o us e t h e 
a p p r o p r i a t e l e a d e r s h i p p a t t e r n . I n making h i s 
d i a g n o s i s , he must keep i n mind t h a t a l l i n d i v i d u a l s 
see r e a l i t y t h r o u g h t h e i r own s e t of c o l o u r e d g l a s s e s . 
The r e a l i t y he s e e s may not be t h e r e a l i t y s e e n by 
o t h e r s i n t h e i r own p r i v a t e w o r l d . R e a l i t y d i a g n o s i s , 
t h e r e f o r e , r e q u i r e s s e l f - a w a r e n e s s and an a w a r e n e s s of 
o t h e r s . T h i s l e a d s us back a g a i n t o t h e p r o p e r t i e s of 
p e r s o n a l i t y . A R e a l i t y - o r i e n t e d l e a d e r must a l s o keep 
i n mind t h e worth of t h e o r g a n i s a t i o n . ( 2 5 ) 
I t must be r e c o g n i s e d t h a t l e a d e r s h i p s t y l e s , a s s u c h , 
a r e an i n s u f f i c i e n t s e t of r e c i p e s i f o n l y one i s adopted a s 
a permanent d i e t . The m a l n u t r i t i o n i n f l e x i b i l i t y , r e q u i r e d 
f o r e f f e c t i v e l e a d e r s h i p , w i l l be e v i d e n t i f a manager 
adopts a s i n g l e s t y l e . He w i l l f i n d h i m s e l f u n a b l e t o 
impose h i s a u t h o r i t y i n an emergency i f he has o n l y 
d e v e l o p e d a ' r u l e by c o n c e n s u s ' s i t u a t i o n . Or i f he has 
adopted a r i g i d p r o c e d u r a l method of d e a l i n g w i t h s i t u a t i o n s 
any d e v i a t i o n may be c o n s t r u e d a s weakness. 
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W r i t e r s have i d e n t i f i e d l e a d e r s h i p s t y l e s under v a r i o u s 
h e a d i n g s : a u t h o r i t a r i a n ; l i b e r a l ; d e m o c r a t i c ; d i c t a t o r i a l ; 
open; c l o s e d ; c o n s i d e r a t e ; remote and so on. Many of t h e s e 
names a r e s e l f e v i d e n t , many d e s c r i b e s i m i l a r a t t i t u d e s of 
the l e a d e r . D. Trethowan ( p r e s u m a b l y w i t h tongue i n ch e e k ) 
p r o v i d e s us w i t h f o u r o t h e r t i t l e s f o r l e a d e r s h i p s t y l e s : 
* STYLE A. The ' s u n s h i n e s t y l e ' ... 'Look 
s u n s h i n e , y ou're h e r e to work A head u s i n g t h i s 
s t y l e w i l l t e l l h i s / h e r c o l l e a g u e s what has t o be done, 
how and when.... 
* STYLE B. The ' C'mon men s t y l e ' ... He knows 
what has to be done but he c a n ' t do i t w i t h o u t t h e i r 
h e l p and commitment. "C'mon men, we can do i t i f we 
s t i c k t o g e t h e r . . . " 
* STYLE C. The 'we c a n work i t out s t y l e ' ... I t s 
e s s e n c e i s t h a t t h e d e c i s i o n i s not made b e f o r e h a n d and 
g i v e n o r s o l d t o t h e s t a f f . I n t h i s s t y l e t h e 
a p p r o p r i a t e t e a c h e r s and t h e Head d i s c u s s and a n a l y s e 
t h e problem, t h e n p o o l i d e a s and make d e c i s i o n s 
t o g e t h e r . 
* STYLE D. The '007 s t y l e ' ... c h a r a c t e r i s e d by 
th e b r i e f i n g g i v e n t o James Bond. 'The m i s s i o n i s 
c l e a r l y d e f i n e d f o r him, t h e r e s o u r c e s p r o v i d e d , t h e 
time l i m i t s e t . The b r i e f i n g c o n c l u d e s 'make your own 
arra n g e m e n t s . I f you s u c c e e d your r e w a r d s w i l l be 
g r e a t ; i f you f a i l , t h e buck s t o p s w i t h you.' ... ( 2 6 ) 
Alt h o u g h t h e l a b e l l i n g of s t y l e s a r e u n u s u a l i t c an be 
see n t h a t t h e d e s c r i p t i o n s can be p l a c e d i n t o o t h e r 
n o m e n c l a t u r e s . The same f e a t u r e s c a n be se e n r e f l e c t e d i n 
S a d l e r ' s ( 2 7 ) f o u r s t y l e s : t h e ' T e l l s ' s t y l e ; t h e ' S e l l s ' 
s t y l e ; t h e ' C o n s u l t s ' s t y l e and t h e ' J o i n s s t y l e . 
The manager who employs t h e ' T e l l s ' s t y l e h a b i t u a l l y 
makes h i s own d e c i s i o n s and announces them t o h i s 
s u b o r d i n a t e s e x p e c t i n g them t o c a r r y t h e s e out w i t h o u t 
q u e s t i o n . 
The manager who u s e s t h e ' S e l l s ' approach a l s o makes 
h i s own d e c i s i o n s , but r a t h e r t h a n s i m p l y announce them 
to h i s s u b o r d i n a t e s , he t r i e s t o p e r s u a d e them t o 
a c c e p t h i s d e c i s i o n . R e c o g n i s i n g t h e p o s s i b i l i t y of 
r e s i s t a n c e , he a t t e m p t s t o reduce t h i s by s a l e s m a n s h i p . 
The manager who u s e d t h e ' C o n s u l t s ' s t y l e does not 
make h i s d e c i s i o n u n t i l he has p r e s e n t e d t h e problem to 
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members of t h e group and has l i s t e n e d t o t h e i r a d v i c e 
and s u g g e s t i o n s . The d e c i s i o n i s s t i l l h i s but he does 
not t a k e i t u n t i l a f t e r he has c o n s u l t e d h i s s t a f f . 
The ' J o i n s ' s t y l e i n v o l v e s d e l e g a t i n g t o the group 
( w h i c h i n c l u d e s the manager h i m s e l f a s a member), t h e 
r i g h t to make d e c i s i o n s . The manager l i m i t s h i m s e l f t o 
d e f i n i n g the problem. The d e c i s i o n r e f l e c t s t h e 
o p i n i o n of the m a j o r i t y of t h e group. ( 2 8 ) 
Trethowan g i v e s a word of a d v i c e t o any 'would be' 
l e a d e r . 
The s h o r t answer t o t h e a s p i r i n g Head who wants t o 
b u i l d a l e a d e r s h i p s t y l e ... i s "Don't!" More 
c o n f l i c t i n g f o l k l o r e on t h e t o p i c of s t y l e i s p a s s e d 
from one g e n e r a t i o n of Heads to a n o t h e r t h a n any o t h e r 
a s p e c t o f s c h o o l o r g a n i s a t i o n . A u t o c r a t i c heads, 
c h a r i s m a t i c heads, s i l v e r - t o n g u e d heads, heads who have 
c o n s u l t e d t h e i r s t a f f on e v e r y i s s u e and t h o s e who 
c o n s u l t e d no-one - a l l have t h e i r d a n gers a s models f o r 
t h o s e i n s e a r c h of a s u c c e s s f u l s t y l e . But how 
i m p o r t a n t i s l e a d e r s h i p s t y l e s t o h e a d s h i p ? 
C l e a r l y , l e a d e r s h i p i s not t h e o n l y s k i l l of 
h e a d s h i p , but i t i s c e r t a i n l y t h e most o b v i o u s and 
o v e r t . T h e r e a r e s e v e r a l s t u d i e s s u g g e s t i n g t h e range 
of s k i l l s r e q u i r e d f o r h e a d s h i p , but i n g e n e r a l i f not 
i n e x h a u s t i v e t e r m s , t h e y can be d e s c r i b e d a s the 
p l a n n i n g , o r g a n i s a t i o n , s t a f f i n g , d i r e c t i n g , 
i n t e g r a t i n g , and c o n t r o l l i n g of t h e r e s o u r c e s of a 
s c h o o l . These r e s o u r c e s a r e t i m e , money, equipment and 
s t a f f and o n l y one o f t h e s e , t h e s t a f f of t he s c h o o l , 
i s c a p a b l e of a c c e p t i n g l e a d e r s h i p . L e a d e r s h i p and the 
c h o i c e of a p p r o p r i a t e s t y l e i s t h e r e f o r e one a s p e c t of 
h e a d s h i p . ( 2 9 ) 
Most of the above quot e s nominate heads a s t h e l e a d e r s 
under d i s c u s s i o n , but i t must be remembered t h a t i n many 
complex o r g a n i s a t i o n s l e a d e r s h i p needs t o be e x e r c i s e d i n 
v a r i o u s forms a t v a r i o u s l e v e l s of management. The m a j o r i t y 
of what has been d i s c u s s e d i s e q u a l l y r e l e v a n t a t w h a t e v e r 
l e v e l of p r a c t i c e . 
L e a d e r s i n management ought to have an a w a r e n e s s of the 
v a r y i n g s t y l e s of l e a d e r s h i p , even i f o n l y i n c a r i c a t u r e d 
forms, i n o r d e r t h a t t h e y w i l l r e c o g n i s e t h e b e n e f i t s and 
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problems a s s o c i a t e d w i t h e ach. T h i s r e p e r t o i r e of s t y l e s 
and p o s s i b i l i t i e s i s to be u s e d a s the l a r d e r from w h i c h t h e 
meals of l e a d e r s h i p a r e p r e p a r e d . The ' i n s p i r e d amateur' 
t h a t was mentioned e a r l i e r does not work from a b a s i s of 
i g n o r a n c e but from a w e a l t h of a s s i m i l a t e d knowledge 
(whether g a i n e d f o r m a l l y or from e x p e r i e n c e does not 
m a t t e r ) . 
good l e a d e r s a r e good p a r t i a l l y b e c a u s e t h e y have 
w r e s t l e d e f f e c t i v e l y w i t h t h e ' m a r g i n a l i t y ' of t h e i r 
p o s i t i o n - t h a t i s , t h e y have s u c c e e d e d i n p l a c i n g 
t h e i r s t a t u s and the s t e r e o t y p e s t h a t go w i t h i t i n 
p e r s p e c t i v e w h i c h p e r m i t s them to a v o i d some of t h e 
v a r i e t i e s of i n a u t h e n t i c i t y w h i c h a r e i n d i c a t e d ... 
( 3 0 ) 
One f e a t u r e on w h i c h most w r i t e r s seem t o a g r e e , t h a t i s , 
w h a t e v e r l e a d e r s h i p s t y l e s a r e adopted o r e x e r c i s e d , t h e r e 
must be an h o n e s t y , c o n s i s t e n c y and i n t e g r i t y of s t y l e i f i t 
i s to be s u c c e s s f u l . C o n s i s t e n c y does not mean sameness i n 
a c t i o n , more a c o n s i s t e n c y i n e f f e c t i v e n e s s . The l e a d e r who 
needs t o admonish untoward b e h a v i o u r may use s t e r n 
a u t h o r i t a r i a n i s m w i t h one s u b o r d i n a t e whereas t o a c h i e v e t h e 
same e f f e c t w i t h a n o t h e r may r e q u i r e o n l y a f a i r r e m i n d e r of 
t h e g e n e r a l norms of the s i t u a t i o n . The f o l l o w e r s w i l l see 
a s c o n s i s t e n t any a c t i o n which i s s u f f i c i e n t t o t h e need, 
not e x c e s s i v e , but e f f e c t i v e . I n s e e i n g t h a t the l e a d e r i s 
p r e p a r e d to a c t a s r e s p o n s i b l e and r e a s o n a b l e i n a l l 
d e a l i n g s , w i t h s t a f f and o t h e r s , t h e y w i l l be p r e p a r e d to 
a l l o w him g r e a t e r c o n t r o l o v e r them i n m a t t e r s which, 
p e r h a p s , t h e y a r e not i n f u l l agreement. But h a v i n g 
r e c o g n i s e d the c o n s i s t e n c y and i m p l i e d h o n e s t y i n t h e 
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l e a d e r ' s g e n e r a l d e a l i n g s w i t h o t h e r s t h e y have l i t t l e doubt 
t h a t t h i s w i l l be e x e r c i s e d i n most of t h e l e a d e r ' s 
d e c i s i o n s . 
I n t e g r i t y and h o n e s t y a r e a l s o an i n t e r n a l r e q u i r e m e n t . 
The l e a d e r , i n a d o p t i n g a s t y l e o r a c t i o n , must rema i n t r u e 
t o h i m s e l f and h i s i d e a l s . T h i s i s not t o s a y t h a t t h e 
l e a d e r may not be c a l l e d upon to a c t i n a manner 
u n c o m f o r t a b l e t o h i m s e l f . I f t h e o b s e r v e d s o l u t i o n i s 
h o n e s t l y a r r i v e d a t o f t e n a compromise of h i s ' d e s i r e d 
s o l u t i o n ' may be r e q u i r e d . The i n t e g r i t y i s i n knowing t h a t 
a l l f a c t o r s have been c o n s i d e r e d and a l l r e a c t i o n s weighed 
i n t h e l i g h t of t h e s e c o n s i d e r a t i o n s b e f o r e a c t i o n i s t a k e n . 
C o l l e a g u e s who a r e aware of t h i s i n a l e a d e r w i l l o f t e n 
a p r e c i a t e the d i f f i c u l t y of s u c h a dilemma and acknowledge 
the e n s u i n g d e c i s i o n a s f a i r , even i f i t i s not t o t h e i r 
b e n e f i t . 
I n s ummarising, i f a summary i s p o s s i b l e , t h e l e a d e r i s 
one who w i l l , f o r t h e b e n e f i t of t h e o r g a n i s a t i o n , promote 
th e aims and o b j e c t i v e s , i n i t i a t e new d i r e c t i o n s i n a 
p r a g m a t i c way, show c o n s i d e r a t i o n f o r t h o s e engaged i n the 
s i t u a t i o n of the o r g a n i s a t i o n and w i l l promote an e f f e c t i v e 
working environment ( p h y s i c a l and s o c i a l ) . He w i l l be 
f l e x i b l e i n h i s approach t o s i t u a t i o n s and not r e l y on 
f o r m u l a e or p r e c o n c e i v e d i d e a s of problems. He w i l l not 
c o n f u s e a c t i v i t y w i t h a c t i o n , remembering t h a t mere 
a d m i n i s t r a t i o n i s not l e a d e r s h i p , i n d e e d l e a d e r s h i p c a n 
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o f t e n b ypass many of t h e s t r u c t u r e s of management. 
Having d i a g n o s e d ... l e a d e r s h i p s k i l l s , what c a n we 
do t o h e l p improve t h e s e s k i l l s ? I t i s r e g r e t t a b l e 
t h a t t h e r e i s no p a t answer; we must r e a d t h e n o t e s as 
w e l l as we c a n and l e t our own p s y c h o l o g i c a l i n s i g h t s 
s u g g e s t t h e t u n e . ( 3 1 ) 
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CHAPTER 5 
AN INVESTIGATION INTO PERCEPTIONS OF 
MANAGEMENT IN SCHOOLS 
INTRODUCTION. 
I n c h o o s i n g t h i s t o p i c f o r i n v e s t i g a t i o n i t i s hoped to 
h i g h l i g h t a s i t u a t i o n w h i c h may be common to most s t y l e s of 
i n s t i t u t i o n where t h e r e e x i s t s d i f f e r i n g management s t r a t a . 
T h a t i s t h e d i f f e r e n c e i n a wareness a t e a c h l e v e l of the 
t a s k s and r e q u i r e m e n t s demanded of p e o p l e a t t h e o t h e r 
l e v e l s . As W a l l a c e ( 1 9 8 6 ) s t a t e s : 
... t h e r e i s l i k e l y t o e x i s t a p l u r a l i t y of 
p e r s p e c t i v e s on s c h o o l management, c l a s s r o o m autonomy 
and t h e u s e o f s c a l e p o s t s . I t may g i v e r i s e t o 
i n c o m p a t i b l e p e r s p e c t i v e s h e l d by groups of i n d i v i d u a l s 
and a c c o u n t f o r t h e v a r i e t y of p e r s p e c t i v e s h e l d w i t h i n 
a group of, s a y , h e a d t e a c h e r s a d v i s e r s or c l a s s 
t e a c h e r s . ( 1 ) 
The i n i t i a l i n t e n t i o n was m e r e l y t o i n t e r v i e w or s u r v e y 
by q u e s t i o n n a i r e a number of p e o p l e from d i f f e r e n t l e v e l s i n 
s c h o o l s ; t o c o l l a t e t h e i r v i e w s and p r e s e n t them to t h e 
r e a d e r . However, on c o n s i d e r i n g the s c e n a r i o s i n w h i c h the 
i n v e s t i g a t i o n i s t o t a k e p l a c e , i t became c l e a r t h a t t h e 
i n v e s t i g a t i o n needed b o t h a c o n s i d e r a b l e i n t r o d u c t i o n and a 
d i s c u s s i o n of the i m p l i c a t i o n s of the use to w h i c h t h e 
o b s e r v a t i o n s can be p u t . 
I t i s i m p l i c i t i n any d i s c u s s i o n on p e r c e p t i o n t h a t 
' r o l e ' t h e o r y would have t o be mentioned i n o r d e r t o 
a p p r e c i a t e t h e use of t h a t word i n the t e x t . 
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A t t i t u d e s towards any d i s c u s s i o n of ' r o l e s ' a r e o f t e n 
c o l o u r e d by t h e a s s o c i a t i o n s of t h e word w i t h a c t i n g 
and the t h e a t r e . I n o r i g i n t h e word a p p e a r s t o d e r i v e 
from t h e parchment r o l l upon whic h an a c t o r s p a r t was 
w r i t t e n . S i n c e a c t o r s assume r o l e s t e m p o r a r i l y , 
a p p a r e n t l y by submerging t h e i r own p e r s o n a l i t y and 
a d o p t i n g t h a t of an imagined, f i c t i t i o u s c h a r a c t e r , 
people who v a l u e i n t e g r i t y and ' n a t u r a l h o n e s t 
b e h a v i o u r ' i n s o c i a l and p r o f e s s i o n a l r e l a t i o n s h i p s a r e 
sometimes s u s p i c i o u s of any r e f e r e n c e t o r o l e s . 
' P l a y i n g ' or ' a d o p t i n g ' or 'assuming' a r o l e s u g g e s t s 
a r t i f i c i a l i t y and d e c e p t i o n . ( 2 ) 
However management i s v iewed i t must be r e c o g n i s e d t h a t , 
a s a r e s u l t of r e o r g a n i s a t i o n a t s e c o n d a r y l e v e l and a move 
to l a r g e r t e a c h i n g u n i t s , 
. . . I n c r e a s e d s c h o o l s i z e s u p p o r t s a more complex 
d i v i s i o n of l a b o u r , b r i n g i n g i n t o t h e s c h o o l a more 
heterogeneous a r r a y of h i g h l y t r a i n e d s p e c i a l i s t s who 
d e s i r e and a r e competent t o e x e r c i s e independent 
judgement w i t h i n the r e a l m s of e x p e r t i s e . ( 3 ) 
I n t h e s e l a r g e o r g a n i s a t i o n s i t i s i m p e r a t i v e t h a t t h e 
headmaster, as o v e r a l l manager, makes f u l l u s e of the 
e x p e r t i s e and judgement of o t h e r s , f o r t h e c o n t r o l of a l l 
the work i s beyond t h e 'span of c o n t r o l ' of one i n d i v i d u a l . 
T here a r e many t e a c h e r s who cannot r e a l l y s e e why any 
o t h e r s y s t e m t h a n t h a t of e x p e r t i s e i s needed to r u n a 
s c h o o l , and who t h e r e f o r e f i n d the b u r e a u c r a c y and 
c o n f o r m i t y r e q u i r e d by the o t h e r s y s t e m an i n s u l t t o 
t h e i r p r o f e s s i o n and e v i d e n c e of a r e l u c t a n c e t o g i v e 
up power by t h o s e a t t h e top. ( 4 ) 
I t i s p o s s i b l e t h a t h e r e i n l i e s an element of n a i v e t e i n 
the u n d e r s t a n d i n g of management. 
I s i t o n l y t h e B r i t i s h h a b i t t o u s e 'manage' i n t h e 
second more b e l i t t l i n g way, to mean 'coping'? T h i s i s 
t o r e l e g a t e management to a n e c e s s a r y c h o r e , something 
u n n e c e s s a r y i n an i d e a l w o r l d . ( 5 ) 
T h i s e l e m e n t a r y view of ' g e t t i n g by' or 'doing w e l l 
enough' may not be one of i n t e l l e c t u a l i n e p t i t u d e ( a l t h o u g h 
i n some c a s e s i t may be s o ) or a f u n c t i o n of u n w i l l i n g n e s s 
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to see what i s i n v o l v e d i n management. I t i s o f t e n s i m p l y 
l a c k of e x p e r i e n c e i n a r e a s r e q u i r i n g management 
c o n s i d e r a t i o n s . U n l e s s s t a f f a r e p l a c e d i n p o s i t i o n s where 
an o v e r v i e w of s i t u a t i o n s can be a p p r e c i a t e d t h e i r a w a r e n e s s 
c a n be l i m i t e d . 
I t p e r h aps i s not s u r p r i s i n g t h a t o f t e n , when d e s c r i b i n g 
o r g a n i s a t i o n a l management, diagrams s i m i l a r t o F i g . 5.1 a r e 
produced. I f we r e p r e s e n t s c h o o l management problems and 
p o s s i b i l i t i e s a s a l a n d s c a p e , a s i n F i g . 5.2, t h e n by 
s u p e r i m p o s i n g t h e two an a n a l o g y of t h e l e v e l s of awa r e n e s s 
c a n be s e e n i n F i g . 5.3. 
C l a s s r o o m t e a c h e r s may have t h e i r v i e w s r e s t r i c t e d by 
t h e i r c o m p a r t m e n t a l i s a t i o n ( t h e i s l a n d c l a s s r o o m ) or by the 
need to j u s t g e t on w i t h t h e i r j o b . Even t h e i r v i e w of what 
t h o s e above them a r e doing w i l l be s e e n m o s t l y i n 
r e l a t i o n s h i p t o how i t e f f e c t s t h e m s e l v e s . P a i s e y s t a t e s : 
The t r a v e l l e r has a changing r e l a t i o n s h i p w i t h t h e 
t e r r a i n . At v a r i o u s p o i n t s on t h e p a t h a d i f f e r e n t 
view of t h e same s c e n e c a n be o b t a i n e d . By an a l o g y , 
o r g a n i s a t i o n members a r e a t d i f f e r e n t p o i n t s on t he 
p a t h of t h e i r e x p e r i e n c e i n l i f e i n g e n e r a l and the 
o r g a n i s a t i o n i n w h i c h t h e y work i n p a r t i c u l a r . 
C o n s e q u e n t l y t h e i r view of t he o r g a n i s a t i o n c a n be 
d i f f e r e n t t o one a n o t h e r . ( 6 ) 
I t can be s e e n t h a t a s one a s c e n d s through t h e management 
s t r u c t u r e a b r o a d e r view of t h e s i t u a t i o n i s o b t a i n e d . 
However, i n t a k i n g t h i s e l e v a t e d view, i t must be remembered 
t h a t d e t a i l e d v i s i o n of l o c a l i s e d problems, e f f e c t i n g t h o s e 
a t t h e lower l e v e l s i s b l u r r e d or l o s t . 
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A c c e p t i n g t h a t managers a r e to manage from t h e i r 
r e l a t i v e l y e l e v a t e d p o s i t i o n of r e s p o n s i b i l i t y one must a s k 
f o r what a r e t h e y r e s p o n s i b l e ? F a y o l produced a l i s t of 
f i v e a r e a s of r e s p o n s i b i l i t y : 
( 1 ) PLANNING 'To f o r e s e e and p r o v i d e means of 
examining t h e f u t u r e and f o r drawing up t h e p l a n f o r 
a c t i o n ' . 
( 2 ) ORGANISING 'To o r g a n i s e means of b u i l d i n g up t he 
s t r u c t u r e , m a t e r i a l and human, of t h e u n d e r t a k i n g . ' 
( 3 ) COMMANDING ' M a i n t a i n i n g a c t i v i t y among the 
p e r s o n n e l ' . 
( 4 ) CO-ORDINATING ' B i n d i n g t o g e t h e r , u n i f y i n g and 
h a r m o n i s i n g a l l a c t i v i t y and e f f o r t . 
( 5 ) CONTROLLING 'S e e i n g t h a t e v e r y t h i n g o c c u r s i n 
c o n f o r m i t y w i t h e s t a b l i s h e d r u l e and e x p r e s s e d 
command'. ( 7 ) 
The Open U n i v e r s i t y compared t h e s e f u n c t i o n s w i t h t h o s e 
proposed by o t h e r a u t h o r s p r o d u c i n g t a b l e 5.1. 
The c l a s s r o o m t e a c h e r w i l l s a y " I do a l l t h a t ! " . To 
wh i c h t h e r e p l y must be "Yes, you a r e i n d e e d a manager of 
your own r e s o u r c e s and p u p i l s . " The g e n e r a l s t a t e m e n t t h a t 
a l l t e a c h e r s a r e managers cannot be c o u n t e r e d . But a l l a r e 
not managers of t e a c h e r s . T h e r e i n l i e s t h e d i f f e r e n c e . 
When d e a l i n g w i t h t e a c h e r s who see t h e m s e l v e s a s 'equal 
p r o f e s s i o n a l s ' p e r h a p s i t i s b e t t e r to t h i n k of management 
f u n c t i o n s more i n the language of D r u c k e r or The American 
A s s o c i a t i o n t h a n t h e h a r d e r words of F a y o l . 
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T a b l e 5.1 
ASPECTS OF MANAGEMENT 
FAYOL e t a l . 
The f u n c t i o n s of management. 
+ + + 
+ F a y o l ( a ) + G u l i c k ( b ) + S e a r s 
+ + + 
+ + + 
+ + A m e r i c a n . ( e ) + 
( c ) + D r u c k e r ( d ) + A s s o c i a t i o n + 
+ + of S c h o o l s + 
+ + A d m i n i s t r a t o r s 
+ P l a n n i n g + P l a n n i n g + P l a n n i n g + P l a n n i n g + P l a n n i n g + 
+ O r g a n i s i n g + O r g a n i s i n g + O r g a n i s i n g + O r g a n i s i n g + A l l o c a t i o n + 
+ + + + C r e a t i n g + + 
+ Commanding + S t a f f i n g + D i r e c t i n g + M o t i v a t i n g + S t i m u l a t i o n + 
+ + D i r e c t i n g + +Communicating + 
+ C o o r d i n a t i n j 1 + C o o r d i n a t i n g + C o o r d i n a t i n g + + C o o r d i n a t i n g + 
+ C o n t r o l l i n g ? + R e p o r t i n g + C o n t r o l l i n g + C o n t r o l l i n g + E v a l u a t i o n + 
+ + B u d g e t i n g + + + + 
( 8 ) 
( a ) FAYOL, H e n r i , ( 1 9 4 9 ) , G e n e r a l and i n d u s t r i a l management, London, 
P i tman, p. x i i . 
(b ) GULICK, LUTHER,and LURWICK, L. ( e d s . ) , ( 1 9 3 7 ) , P a p e r s on t h e 
s c i e n c e of a d m i n i s t r a t i o n , New York I n s t i t u t e of P u b l i c 
A d m i n i s t r a t i o n . 
( c ) SEARS, J e s s e B., ( 1 9 5 0 ) , The n a t u r e of t h e a d m i n i s t r a t i v e 
p r o c e s s , New York, McGraw - H i l l . 
( d ) DRUCKER, P e t e r , ( 1 9 5 4 ) , The p r a c t i c e of management, New York, 
Harper and Row. 
( e ) American A s s o c i a t i o n of S c h o o l A d m i n i s t r a t o r s , ( 1 9 5 9 ) , S t a f f 
r e l a t i o n s i n s c h o o l a d m i n i s t r a t i o n , Washington, A.A.S.A., C h a p t e r 1. 
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How can t h e manager manage i f he i s thought of a s an 
' e q u a l ' p r o f e s s i o n a l ? I t i s p e r h a p s a f u n c t i o n of t h e r o l e 
t h e y i n h a b i t . 
W i t h i n a s c h o o l o r g a n i s a t i o n a p e r s o n has a p o s i t i o n 
s u c h a s head, t e a c h e r or c a r e t a k e r . A s s o c i a t e d w i t h 
e a c h i s a r o l e w h i c h c o n s i s t s of a p p r o p r i a t e p a t t e r n s 
o f b e h a v i o u r f o r a p e r s o n o c c u p y i n g t h a t p o s i t i o n . A 
r o l e may be s p e c i f i e d i n d e t a i l o r i t may be d e t e r m i n e d 
by the r o l e norms, t h e e x p e c t a t i o n s h e l d by p e r s o n s i n 
r e l a t e d p o s i t i o n s and of how a p e r s o n i n t h a t 
p a r t i c u l a r p o s i t i o n s h o u l d behave. ( 9 ) 
I f t h e e x p e c t a t i o n i s t h a t t h e headmaster or t h e head of 
department w i l l c o n t r o l and d i r e c t , t h e n the p e r s o n h o l d i n g 
t h a t e x p e c t a t i o n w i l l be q u i t e happy t o a l l o w him t o do so. 
I t i s t h i s complex i n t e r p l a y of r o l e s which c r e a t e s the 
o r g a n i s a t i o n . 
(Many) r o l e s a r e complementary and i n t e r d e p e n d e n t , i n 
t h a t e a c h and e v e r y r o l e d e r i v e s i t s meaning from o t h e r 
r e l a t e d r o l e s i n the o r g a n i s a t i o n . What i s s e e n a s a 
' r i g h t ' f o r one r o l e may be p r e s c r i b e d a s an 
' o b l i g a t i o n ' f o r a r e l a t e d r o l e ; and c o n v e r s e l y , the 
' o b l i g a t i o n ' of one r o l e may be t h e ' r i g h t ' of a 
c o l l e a g u e . ( 1 0 ) 
As an example; a new member of a department may s e e i t a s 
h i s ' r i g h t ' t o be s u p p l i e d w i t h a scheme of work i n o r d e r 
t h a t he may p e r f o r m h i s r o l e a s a maths t e a c h e r . The 
p r o v i s i o n of t h i s scheme of work i s an ' o b l i g a t i o n ' on the 
head of department, whose r o l e i t i s t o o r g a n i s e t h e work of 
h i s department. 
T h e r e a r e many demands p l a c e d on a manager by h i s ' r o l e 
s e t ' ( t h o s e who w i l l have o p i n i o n s , demands and i n f l u e n c e 
upon h i s r o l e ) . With some demands he w i l l be i n agreement. 
O t h e r demands and e x p e c t a t i o n s may c o n f l i c t w i t h how he s e e s 
h i s own r o l e . I t i s hoped t h a t the s e t of demands p l a c e d 
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upon a r o l e may l i e w i t h i n what t h e incumbent of t h e r o l e 
s e e s a s a r e a s o n a b l e s e t of e x p e c t a t i o n s . 
(An) i m p o r t a n t f a c t o r h a v i n g r e l e v a n c e f o r the 
s t r u c t u r e o f r o l e e x p e c t a t i o n s , i s t h e r o l e incumbent's 
p e r c e p t i o n s of t he l e g i t i m a c y o r i l l e g i t i m a c y of t h e 
e x p e c t a t i o n s of o t h e r s t o whom he i s exposed. G r o s s , 
Mason and McEnchern (1958) (11 ) d e f i n e t h e l e g i t i m a t e 
e x p e c t a t i o n a s one whic h t h e incumbent of a p o s i t i o n 
f e e l s o t h e r s have a r i g h t t o h o l d . ( 1 2 ) 
T h i s b r i n g s us t o the zone of i n d i f f e r e n c e . . . . 
...The zone of i n d i f f e r e n c e i s t he range of r o l e 
b e h a v i o u r s t h a t t h e i n d i v i d u a l i s w i l l i n g t o make 
a v a i l a b l e t o h i s employing o r g a n i s a t i o n . W i t h i n t h i s 
zone he does not c a r e what s p e c i f i c a l l y he i s a s k e d to 
do - t h a t i s , what t h e r o l e p r e s c r i p t i o n s a r e . O u t s i d e 
the zone a r e b e h a v i o u r s t h a t f o r one r e a s o n or a n o t h e r 
he f i n d s u n a c c e p t a b l e . . . 
...Where r o l e s a n c t i o n s a r e m i n i m a l . . t h e zone of 
i n d i f f e r e n c e c a n become e x c e e d i n g l y narrow. ( 1 3 ) 
I f r o l e demands a r e o u t s i d e t h i s zone of i n d i f f e r e n c e i t 
i s p o s s i b l e t h a t c o n f l i c t may r e s u l t , e i t h e r i n t e r n a l l y t o 
the r o l e - h o l d e r o r i n a p h y s i c a l , e x t e r n a l form. T h e r e a r e 
s e v e r a l c a u s e s f o r c o n f l i c t u s u a l l y based upon t h e 
p e r c e p t i o n s and e x p e c t a t i o n s o f t h e r o l e s e t of t h e p e r s o n 
or h i s own p e r c e p t i o n may be i n c o n f l i c t w i t h t h e more 
g e n e r a l l y a c c e p t e d view of h i s r o l e . 
Both i n l i f e and i n o r g a n i s a t i o n s . . . we make t h i n g s 
more d i f f i c u l t t h a n t h e y need be by t a k i n g on too many 
r o l e s a t once, by a c c e p t i n g d e f i n i t i o n s of our r o l e s 
w i t h o u t q u e s t i o n o r by a l l o w i n g p eople t o make up t h e i r 
own minds about what our r o l e s a r e meant t o be. ( 1 4 ) 
I n t a k i n g on many r o l e s we l a y o u r s e l v e s open t o 
c o n t r a d i c t o r y demands w i t h i n o r between t h e v a r y i n g r o l e s ; 
d i s c i p l i n a r i a n " - c o u n s e l l o r , m a i n t a i n e r of t h e sy s t e m -
i n n o v a t o r e t c . However i n o t h e r a r e a s t h e r e may be r o l e 
a m b i g u i t y ; an u n c e r t a i n t y a s t o what i s e x p e c t e d o r who i s 
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e x p e c t e d t o p e r f o r m an a s s o c i a t e d r o l e a s p e c t . An 
i l l - d e f i n e d r o l e c a n be of g r e a t c o n c e r n to many s t a f f . 
The many d i f f e r i n g a s p e c t s of r o l e p e r c e p t i o n s , 
e x p e c t a t i o n s , a m b i g u i t i e s , c a p a b i l i t i e s and s a n c t i o n s a r e 
a l l c o n t r i b u t o r y t o t h e r e s u l t i n g r o l e b e h a v i o u r . Miner 
( 1 9 7 1 ) ( 1 5 ) a s s e m b l e s t h e s e i n t o a s c h e m a t i c diagram shown i n 
F i g . 5.4. 
The head, a l o n e , c a n n o t d e f i n e any management r o l e i n 
th e s c h o o l . T h i s i s b e c a u s e t h e r o l e i s d e f i n e d by t h e 
e x p e c t a t i o n s of a l l t h e i n d i v i d u a l s and t h e groups who 
form t h e r o l e - s e t of t h e r o l e o c c u p a n t . R o l e 
d e f i n i t i o n i s a c o n s t a n t p r o c e s s of n e g o t i a t i o n , w h i c h 
i n v o l v e s not o n l y t h e e x p e c t a t i o n s of o t h e r s , but how 
the i n d i v i d u a l p e r c e i v e s t h e s e e x p e c t a t i o n s , w h i c h he 
p e r c e i v e s a s l e g i t i m a t e , and t h e manner i n w h i c h he 
responds t o them. ( 1 6 ) 
The p e r c e p t i o n t h a t t h e t e a c h e r b r i n g s to t h e r o l e even a t 
th e o u t s e t of h i s c a r e e r may c o l o u r h i s a t t i t u d e s f o r t h e 
remainder of h i s t e a c h i n g l i f e . 
The s o u r c e o f r e c r u i t m e n t l a r g e l y d e t e r m i n e s whether a 
t e a c h e r s e e s h i m s e l f a s a man of knowledge o r a s c h i l d 
c e n t e r e d , s i n c e e a c h of t h e s e t y p e s of t e a c h e r i s 
s o c i a l i s e d i n t o h i s p r o f e s s i o n a l r o l e i n a d i f f e r e n t 
manner. ( 1 7 ) 
I f e d u c a t o r s a r e aware of t h i s s i t u a t i o n s h o u l d not s t e p s 
be t a k e n t o e n s u r e t h a t s t a f f b e g i n t h e i r c a r e e r s w i t h 
c o n s i s t e n t t r a i n i n g a t l e a s t ? F o r i t may not be p o s s i b l e t o 
i n f l u e n c e many o t h e r v a l u e s t h a t t e a c h e r s b r i n g t o t h e i r 
i n i t i a l p o s t s . 
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ROLE PERCEPTIONS 
I n t h i s s e c t i o n t h e n o t i o n of r o l e p e r c e p t i o n and 
f o r m a t i o n i s p u r s u e d i n more d e t a i l . 
O r g a n i s a t i o n s , a f t e r a l l , a r e made up of groups of a l l 
shapes and s i z e s , some o f f i c i a l and c a l l e d 'forms', 
'departments' o r 'committees' and some i n f o r m a l w i t h 
names l i k e ' c l i q u e ' , ' c a b a l ' , ' p r e s s u r e group' o r 
'lobby'. E v e r y o r g a n i s a t i o n too, has i t s s e t s of r o l e s 
some w i t h t h e f o r m a l t i t l e s o f ' j o b ' or 
' r e s p o n s i b i l i t y ' and o t h e r i n f o r m a l ; ' t r o u b l e - m a k e r ' , 
'clown', ' l e a d e r ' or ' h e l p e r ' . ( 1 8 ) 
I t i s , of c o u r s e , t h e more o v e r t , o f f i c i a l r o l e s t h a t a r e 
more r e a d i l y a v a i l a b l e t o t h e manager t o use t o c r e a t e and 
m a i n t a i n t h e o p e r a t i o n a l s y s t e m w i t h i n t h e s c h o o l . 
A s s o c i a t e d w i t h e v e r y p o s i t i o n i n an o r g a n i s a t i o n i s 
a s e t of e x p e c t a t i o n s c o n c e r n i n g what i s a p p r o p r i a t e 
b e h a v i o u r f o r a p e r s o n o c c u p y i n g t h a t p o s i t i o n , and 
t h e s e a p p r o p r i a t e b e h a v i o u r s c o m p r i s e t h e r o l e 
a s s o c i a t e d w i t h t h e o f f i c e . . . 
... a p e r s o n o c c u p i e s a p o s i t i o n but p l a y s o r p e r f o r m s 
a r o l e ... 
E a c h r o l e incumbent i s e x p e c t e d t o p e r f o r m c e r t a i n 
k i n d s of f u n c t i o n s , and t o a c t i n c e r t a i n s p e c i f i c and 
d i f f e r e n t i a t e d ways i n h i s r e l a t i o n s w i t h t h e p e r s o n s 
w i t h whom he i n t e r a c t s ... 
The r o l e i s l i n k e d w i t h t h e p o s i t i o n and not w i t h t h e 
p e r s o n who i s o n l y t e m p o r a r i l y o c c u p y i n g t h a t p o s i t i o n . 
However ... e a c h p e r s o n o c c u p y i n g a p o s i t i o n b r i n g s h i s 
own i n d i v i d u a l p e r s o n a l i t y t o be a r on t h e r o l e ... ( 1 9 ) 
... s p e c i a l i s t p o s i t i o n s w i t h i n t h e l a r g e s c h o o l have 
h i g h l y d i f f e r e n t i a t e d r o l e s and t h e incumbents t e n d to 
p e r c e i v e t h e o r g a n i s a t i o n i n t h e l i g h t of t h e i r own 
d i s c r i m i n a t i v e needs, i n t e r e s t s and knowledge. ( 2 0 ) 
The p o s i t i o n h e l d i s not o n l y d e f i n e d and i n f l u e n c e d by 
th e head and the r o l e h o l d e r but t o an e x t e n t by how t h e 
r o l e h o l d e r p e r c e i v e s t h e e x p e c t a t i o n s o t h e r s may have of 
h i s r o l e and how he p e r c e i v e s h i m s e l f a s s o c i a t e d w i t h o t h e r 
r o l e s w i t h i n t h e e s t a b l i s m e n t . I n an u n p u b l i s h e d s u r v e y 
W h a r r i e r , K e l l y and Dodd ( 1 9 8 5 ) ( 2 1 ) o b t a i n e d d a t a on t h e 
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p e r c e i v e d r o l e s e t s of t e a c h e r s from a l a r g e number of 
Middle s c h o o l s i n Northumberland ( s e e appendix B , ) ; These 
d a t a have been r e p r e s e n t e d a s p i e c h a r t s w h i c h a r e shown i n 
F i g s . 5 . 5 ( a , b , c , d . ) 
I t i s l e f t t o t h e r e a d e r t o make any i n - d e p t h a n a l y s i s of 
t h e s e d a t a . T h e r e a r e however one or two s t r i k i n g 
o b s e r v a t i o n s t o be made: 
1. The Headmaster i s s e e n a s t h e most i m p o r t a n t 
i n f l u e n c e i n any s u b o r d i n a t e r o l e . 
2. Deputy Headmasters appear as the l e a s t s i g n i f i c a n t 
i n f l u e n c e i n t h e l o w e r r o l e s e t s . 
3. There i s an uncanny ' r e f l e x i v e ' agreement i n t h e 
r o l e s e t p e r c e p t i o n s of t h e Heads of Y e a r and Heads of 
Department. 
These a r e not put f o r w a r d a s r i g o r o u s f a c t s but m e r e l y as 
o b s e r v a t i o n s from t h e d a t a . The a u t h o r s of the s u r v e y 
mention t h e i r own r e s e r v a t i o n s a s to t h e v a l i d i t y of t h e 
r e s u l t s f o r g e n e r a l i n t e r p r e t a t i o n . N e v e r t h e l e s s t h e y a r e 
t h e r e c o r d e d p e r c e p t i o n s of t h e s u r v e y e d group of t e a c h e r s . 
P e r h a p s the i n t e r p r e t a t i o n s of t h e s e d a t a w i l l produce 
l i t t l e i n t h e way of s u r p r i s e s . I t may be a s e x p e c t e d . The 
r o l e s e t and r o l e dependence upon t h a t s e t may w e l l be so 
r i g i d l y founded w i t h i n t h e s c h o o l s y s t e m s t h a t t o r e s i s t or 
t o be u n c e r t a i n of r o l e c o n t e n t r e q u i r e m e n t s would be 
e x t r e m e l y d i s t u r b i n g t o the r o l e h o l d e r . 
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The most p r o b a b l e e x p l a n a t i o n i s t h a t the 
r o l e - h o l d e r s t h e m s e l v e s a r e so o f t e n reminded by o t h e r 
p e o p l e of what i s e x p e c t e d of them t h a t t h e y m i n i s t e r 
t o t h e i r own need t o e s t a b l i s h a c l e a r i d e n t i t y by 
r e s p o n d i n g t o t h o s e e x p e c t a t i o n s . ( 2 2 ) 
I f he c h o o s e s s i m p l y t o i n d u l g e h i s own needs, he i s 
l i k e l y t o be an u n s a t i s f a c t o r y a d m i n i s t r a t o r and t h u s 
f a i l to meet t h e e x p e c t a t i o n s of t h e r o l e - s e t ; i f he 
c h o o s e s t o f u l f i l t h e r e q u i r e m e n t s of h i s r o l e t o t h e 
l e t t e r , he may w e l l be f r u s t r a t e d p e r s o n a l l y . ( 2 3 ) 
F r u s t r a t i o n and ' r o l e c o n f l i c t ' a r e p e r haps t h e major 
c a u s e s of d i s f u n c t i o n or c o n c e r n t o t h e managers i n s c h o o l . 
I t r e m a ins t r u e t h a t , h a v i n g a c c e p t e d a l e a d e r s h i p 
r o l e i n r e l a t i o n t o o t h e r t e a c h e r s , a head of 
department, a p a s t o r a l head, a deputy or a head of a 
s c h o o l may remain u n c e r t a i n a s t o how t o f u l f i l h i s new 
r e s p o n s i b i l i t i e s w i t h o u t s a c r i f i c i n g t h o s e p r i n c i p l e s 
w h i c h f i r s t i n d u c e d him t o become a t e a c h e r . D i f f e r e n t 
s t r a t e g i e s may be adopted by t e a c h e r s i n s u c h a 
s i t u a t i o n i n an e f f o r t t o e s c a p e from the dilemma. 
Some may deny t h e v e r y e x i s t e n c e of t h e i r l e a d e r s h i p 
r o l e and choose to r e g a r d a promotion a s m e r e l y a 
reward i n f i n a n c i a l and s t a t u s terms f o r p a s t 
competence. O t h e r s a c c e p t t h e i n i t i a t i n g p e r s u a d i n g 
p a r t s of l e a d e r s h i p but evade t h e tougher a s p e c t s of 
d e c i s i o n - m a k i n g and s t a f f a p p r a i s a l s i n c e t h e l a t t e r 
a r e , i n t h e i r p e r c e p t i o n , i n e v i t a b l y a u t o c r a t i c . ( 2 4 ) 
R o l e c o n f l i c t c a n t a k e a number of forms: 
( a ) C o n f l i c t between r o l e s , i e . i n t e r - r o l e c o n f l i c t . 
T h e r e - c a n he d i s c o r d — b e t w e e n two o r more r o l e p o s i t i o n s 
t h a t t h e same p e r s o n o c c u p i e s . . . . 
(b) C o n f l i c t w i t h i n a r o l e . 
A r o l e p l a y e r can e x p e r i e n c e c o n f l i c t b e c a u s e the 
d e f i n i t i o n of t h e r o l e i s ambiguous and he cannot be 
s u r e t h e r e f o r e what t h e e x p e c t a t i o n s a r e . . . C o n f l i c t 
w i t h i n a r o l e may come from: 
( i ) c o n t r a d i c t o r y o b j e c t i v e s from one's manager... 
( i i ) c o n f l i c t between t h e incumbent's own p e r c e p t i o n 
of h i s j o b and t h o s e demanded ( o r not demanded) by t h e 
c u l t u r e i n w h i c h he i s w orking or t h o s e i n t h e j o b ' s 
e x t e r n a l environment. 
( c ) c o n f l i c t w i t h i n the r o l e - s e t . 
C o n f l i c t i n g e x p e c t a t i o n s r e g a r d i n g the d e s i r e d r o l e of 
a p o s i t i o n a l s o a r i s e s from t h e f a c t t h a t e x p e c t a t i o n s 
about r o l e do not come from o n l y one s o u r c e . E v e r y 
r o l e i s s e t i n a web of o t h e r c o n n e c t e d r o l e s , a l l of 
w h i c h a r e s e n d i n g out s i g n a l s about the f o c a l r o l e , but 
not a l l a r e c o m p a t i b l e . ( 2 5 ) 
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I n expanding on r o l e a m b i g u i t y Handy p o i n t s out some of 
th e ways t e a c h e r s have of r e d u c i n g t h i s c o n f l i c t . 
I f we don't know who or what we a r e supposd t o be i n a 
s i t u a t i o n i t can be u n n e r v i n g . We have, however, 
i n t r i n s i c ways of p r o t e c t i n g o u r s e l v e s a g a i n s t t h e 
u n p l e a s a n t a s p e c t s of s t r e s s . The most o b v i o u s 
s t r a t e g y i s t o r e f u s e to s w i t c h r o l e s . Once a t e a c h e r , 
a l w a y s a t e a c h e r . But t h e r e a r e o t h e r s t r a t e g i e s : 
* Reduce o t h e r a m b i g u i t i e s , e.g. t h i n k i n b l a c k and 
w h i t e t e r m s , use s t e r e o t y p e s , c o n c e n t r a t e on t h e s h o r t 
term, d e v e l o p unchanging r u l e s and r o u t i n e s . 
* Boost your s e l f c o n f i d e n c e , e.g. f i n d some l e s s e r 
b e i n g s , d e v e l o p your own t e r r i t o r y where you can r u l e , 
e s c a p e i n t o f a n t a s y t h r o u g h d r i n k or o t h e r a i d s , become 
a g g r e s s i v e o v e r s m a l l m a t t e r s . 
* A v o i d too much ex p o s u r e , e.g. r e f u s e a s s i g n m e n t s 
to committees or o t h e r d u t i e s , become a p a t h e t i c and 
withdrawn, shun s o c i a l and o u t s i d e c o n t a c t s . 
The u s u a l amount of r o l e - s w i t c h i n g r e q u i r e d of a 
t e a c h e r must make s c h o o l s d i f f i c u l t p l a c e s f o r t e a c h e r s 
sometimes. I n e v i t a b l y some o f t h e n e g a t i v e r e s p o n s e s 
to r o l e t r a n s i t i o n w i l l s u r f a c e from time t o t i m e . 
(2 6 ) 
I t i s n a t u r a l l y hoped t h a t managers, e s p e c i a l l y s e n i o r 
managers, w i l l endeavour t o r e d u c e a m b i g u i t y and c o n f l i c t i n 
r o l e p e r c e p t i o n s and r e q u i r e m e n t s of t h o s e b e n e a t h them. 
Miner (1971) noted t h a t r o l e c o n f l i c t was more p r e v a l e n t i n 
middle management t h a n a t e i t h e r top or l o w e r l e v e l s of 
management. T h i s i s p r o b a b l y due t o t h e b i d i r e c t i o n a l 
r e s p o n s i b i l i t i e s of t h e middle managers. R e s p o n s i b i l i t y f o r 
t h o s e beneath them and r e s p o n s i b i l i t y t o t h o s e above them i n 
th e s y stem. E a c h s e t of s u b o r d i n a t e s and s u p e r i o r s may have 
c o m p l e t e l y d i f f e r e n t l e v e l s of p e r c e p t i o n and m o t i v a t i o n 
when a p p r o a c h i n g any t a s k . The middle manager i s t h e one 
who has t o b l e n d o r bond t h e s e d i f f e r e n c e s i n t o a w o r k a b l e 
s i t u a t i o n . 
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Middle managers, l i k e a l l l e a d e r s e x c e p t t h o s e a t the 
summit or t h o s e a t t h e base of an extended h i e r a r c h y , 
have a d u a l r o l e . They a r e both members of a h i g h e r 
e c h e l o n management body and l e a d e r s of t h e i r own 
s u b - s y s t e m . As members of a g e n e r a l management team 
t h e y c o n t r i b u t e t h e i r p a r t i c u l a r s k i l l s and e x p e r t i s e 
t o q u e s t i o n s c o n c e r n i n g the whole i n s t i t u t i o n ( s u c h a s 
g e n e r a l s c h o o l a i m s ) . As managers of t h e i r own 
s u b - s y s t e m t h e y p r o v i d e t h e members of t h e i r groups 
w i t h the l e a d e r s h i p r e q u i r e d f o r t h e e f f e c t i v e i n t e r n a l 
o r g a n i s a t i o n of the s u b - s y s t e m c o n c e r n e d . ( 2 7 ) 
Assuming t h a t the problems r e l a t e d t o r o l e c o n f l i c t 
and a m b i g u i t y a r e not p r e s e n t , i t s t i l l does not 
n e c e s s a r i l y f o l l o w t h a t t h e r o l e b e h a v i o u r of 
i n d i v i d u a l s w i l l be c o n s i s t e n t w i t h r o l e p r e s c r i p t i o n s . 
T h e r e a r e t h r e e t y p e s of f a c t o r s t h a t may a c c o u n t f o r 
d i s p a r i t i e s of t h i s k i n d : 
1. The i n d i v i d u a l may not p e r c e i v e h i s j o b i n t h e 
same way t h a t the r o l e p r e s c r i p t i o n s s p e c i f y . 
2. The i n d i v i d u a l may not want to behave i n t h e way 
t h e r o l e p r e s c r i p t i o n s s p e c i f y . 
3. The i n d i v i d u a l may not have t h e knowledge, mental 
a b i l i t y , o r p h y s i c a l s k i l l s needed t o behave i n t h e way 
t h e r o l e p r e s c r i p t i o n s s p e c i f y . ( 2 8 ) 
T hese i n t e r n a l c o n f l i c t s , a m b i g u i t i e s and i n a b i l i t i e s a l l 
pose a h i n d r a n c e t o the s u c c e s s f u l management of the s c h o o l , 
i f not t h e h e a l t h of the r o l e incumbent, o r both. Managers 
must be aware o f t h e s e p o s s i b l e c o n d i t i o n s i n o t h e r s and i n 
t h e m s e l v e s and must t a k e a c t i o n t o r e d u c e t h e e f f e c t s , o r 
reduce t o a t o l e r a b l e l e v e l t h e s i t u a t i o n which c a u s e d them. 
E. R i c h a r d s o n (1973) and o t h e r w r i t e r s s t a t e t h a t c l e a r 
j o b d e s c r i p t i o n s a r e e s s e n t i a l t o r e d u c e t h i s a m b i g u i t y . 
The c o n c e p t s o f t r u e d e l e g a t i o n , of r e s p o n s i b i l i t y , of 
t e a c h e r s making t h e t a s k ' t h e i r own* to reduce f r u s t r a t i o n 
and of i n c r e a s e d p a r t i c i p a t i o n r e f l e c t sound management 
a c t i o n . I t i s of c o u r s e i m p e r a t i v e t h a t too much of a 
burden i s not p l a c e d too soon on s t a f f who may not be a b l e 
t o cope. 
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I n d e c i d i n g what d u t i e s and r e s p o n s i b i l i t i e s s t a f f and 
managers s h o u l d be g i v e n ( t o make t h e i r own), i t i s 
i m p o r t a n t t o t r y t o match t h e d u t i e s t o the p e r c e p t i o n s of 
t h e r o l e h o l d e r . An i n t e r p r e t a t i o n of t h e r o l e t a s k s 
a s s o c i a t e d w i t h p o s i t i o n s i n s c h o o l s , i s g i v e n i n F i g . 5.6. 
These d a t a , c o l l e c t e d by W h a r r i e r e t a l . ( 1 9 8 5 ) , must be 
v i e w e d w i t h some r e s e r v a t i o n s . (See n o t e s ) . However t h e y 
do show d i s t i n c t banding of r e s p o n s i b i l i t i e s p e r c e i v e d to be 
t h e domain of e a c h r o l e . A g a i n w i t h o u t too much a n a l y s i s i t 
c a n be o b s e r v e d t h a t : 
1. The c l a s s t e a c h e r i s s e e n t o be i n v o l v e d e n t i r e l y w i t h 
t h e c h i l d ' s needs and the t a s k of t e a c h i n g . 
2. T h a t Heads of Department c o n c e n t r a t e more on t h e 
s u b j e c t t e a c h i n g and p r o v i s i o n . 
3. T h a t the Deputy Heads have an e x t r e m e l y d i v e r s e r o l e 
c o v e r i n g a s p e c t s of s e n i o r management a s w e l l a s the 
p a s t o r a l and academic a r e a s . 
4. That the Heads s e e t h e m s e l v e s a s t h e - p o l i c y makers and-
l e a d e r s . 
5. That t h e r e i s a s i g n i f i c a n t s p l i t i n t he p a s t o r a l and 
academic c o n s i d e r a t i o n s of s t a f f . 
I t i s a l s o e v i d e n t t h a t the p a s t o r a l heads of department 
a r e i n v o l v e d i n t a s k s more c l o s e l y r e l a t e d t o s e n i o r 
management t h a n a r e t h e academic heads of department. Co u l d 
t h i s be s i g n i f i c a n t i n t h e a r e a of management t r a i n i n g or 
s e l e c t i o n ? 
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PASTORAL v ACADEMIC 
I n c o n s i d e r i n g i t e m 5, f r o m t h e above l i s t , a 
p a s t o r a l - a c a d e m i c ' s p l i t ' c a n be seen. T h i s was h i n t e d a t 
i n t h e e a r l i e r d i a g r a m s ; F i g s . 5.1 t o 5.3, and t h e d a t a 
shown i n F i g . 5.6 a p p e a r s t o s u p p o r t t h i s n o t i o n . The 
h i s t o r i c a l b a c k g r o u n d r e a c h e s back t o t h e days o f t h e P u b l i c 
S c h o o l t r a d i t i o n , where t e a c h e r s were seen as e d u c a t o r s w i t h 
an a s s o c i a t e d c a r i n g r e s p o n s i b i l i t y f o r t h e i r p u p i l s . 
S e c t i o n 7 o f t h e 1944 E d u c a t i o n A c t r e i n f o r c e d t h i s 
r e q u i r e m e n t when i t s t a t e d t h a t e d u c a t i o n must " c o n t r i b u t e 
t o w a r d s t h e s p i r i t u a l , m o r a l , m e n t a l and p h y s i c a l 
d e v e l o p m e n t o f t h e co m m u n i t y " . 
W h i l s t s c h o o l s were s m a l l and t h e c l a s s t e a c h e r had 
c o n s i d e r a b l e o v e r s i g h t and i n v o l v e m e n t i n t h e s u b j e c t m a t t e r 
and t e a c h i n g o f t h e c h i l d r e n t h e r e was l i t t l e need t o 
i d e n t i f y t h e aims o f t h e 1944 A c t as s e p a r a t e . B u t , i n t h e 
move t o l a r g e r u n i t s i n s c h o o l s , t o more s p e c i a l i s t t e a c h i n g 
and t o a d i v i s i o n o f t h e p u p i l s ' t i m e b e t w e e n many s t a f f i t 
became more d i f f i c u l t f o r s c h o o l s t o c o n t i n u e t h e c a r i n g 
o v e r s i g h t as r e q u i r e d . 
Because o f i n c r e a s e d s i z e and i n c r e a s e d v a r i e t y o f 
c u r r i c u l u m , t h e power o f t h e h e a d m a s t e r o r h e a d m i s t r e s s 
t o k n i t t o g e t h e r t h e l e a r n i n g m e d i a t e d by t h e 
d e p a r t m e n t s was s e v e r e l y d i m i n i s h e d . The p a s t o r a l 
s y s t e m ( o r r a t h e r t h e m i d d l e management l e v e l i n i t ) 
was s e t up t o c o n t r o l t h e w h o l e l e a r n i n g o f t h e p u p i l s 
r e l a t i n g t o them as t o t a l human o r g a n i s m s r a t h e r t h a n 
t o t h e b i t s t h a t were m a t h e m a t i c i a n s , s c i e n t i s t s . . . and 
many o t h e r s . ( 2 9 ) 
Whether one c o n s i d e r s t h e p a s t o r a l d e p a r t m e n t as a 
s e r v i c i n g o r g a n i s a t i o n t o t h e a c a d e m i c s ( k e e p i n g c h i l d r e n 
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happy or problem f r e e ) p r o v i d i n g them w i t h a r e c e p t i v e 
a u d i e n c e , or whether the c a r i n g , g u i d i n g f u n c t i o n i s a major 
c o n t r i b u t i o n t o t h e c h i l d t o be s e e n i n i t s own e n t i r e t y a s 
u s e f u l and complete, h e a d m a s t e r s use the p a s t o r a l s y s t e m to 
cement t o g e t h e r , i n some way, t h e d i v e r s i t y of t h e academic 
d e p a r t m e n t a l system. I n c r e a t i n g t h i s means of u n i f y i n g the 
s c h o o l f o r t h e c h i l d r e n t h e r e has been, i n many s c h o o l s , a 
c l e f t i n t h e r o l e p e r c e p t i o n s of t e a c h e r s who, now, o f t e n 
see t h e m s e l v e s b i a s e d towards e i t h e r p a s t o r a l or academic 
t a s k s i n t h e s c h o o l . 
When a p h y s i c s t e a c h e r c a n g i v e up h i s p o s t a s a head 
of department t o become a h o u s e m a s t e r on t h e grounds 
t h a t he ' l o v e s c h i l d r e n ' , i t i s c l e a r t h a t he f e e l s the 
house p o s t w i l l a f f o r d g r e a t e r scope f o r h i s 
s y m p a t h e t i c c o n c e r n t h a n h i s d e p a r t m e n t a l p o s t . . . 
I t i s not i n t e n d e d t o argue t h a t a deepening 
c o n s c i o u s n e s s i n t e a c h e r s of t h e i r r e s p o n s i b i l i t y t o 
adopt d e s i r a b l e p a t e r n a l a t t i t u d e s of p r o t e c t i o n , 
sympathy and t o l e r a n c e i s a bad t h i n g - o n l y t h a t the 
e f f e c t of making t h i s c a r i n g q u a l i t y synonymous w i t h 
t h e p a s t o r a l s y s t e m seems to deny t h a t i t i s e q u a l l y a 
p a r t o f t h e r o l e of a l l t e a c h e r s f u l f i l l i n g t e a c h i n g 
f u n c t i o n s i n t h e c u r r i c u l u m management sub-system. 
( 3 0 ) 
R i c h a r d s o n comes to much t h e same c o n c l u s i o n p o i n t i n g out 
t h a t t h e s t r u c t u r e s c r e a t e d i n t h e f o r m a t i o n of t h e p a s t o r a l 
s y s t e m may t h e m s e l v e s have c r e a t e d problems i n t h e p e r c e i v e d 
r o l e s w i t h i n t h e s c h o o l . 
The need t o s e p a r a t e out t h e c a r i n g s i d e from t h e 
n o n - c a r i n g o r r e s u l t - s e e k i n g ... by s p l i t t i n g o f f 
' p a s t o r a l c a r e ' and ' c u r r i c u l a r p r o v i s i o n ' and c r e a t i n g 
an o r g a n i s a t i o n a l s t r u c t u r e ... i m p l i e s some k i n d of 
dichotomy between the two. 
Heads of l a r g e s c h o o l s w i l l a s s e r t t h a t i t i s u s e f u l 
t o a l l o c a t e ' c a r i n g ' t o one s t a f f s t r u c t u r e and 
'demanding' t o a n o t h e r ... Only a more s e a r c h i n g 
s c r u t i n y r e v e a l s how s u c h a d i v i d e d s y s t e m may be 
p o l a r i s i n g a t t i t u d e s i n t h e s t a f f group, and t h u s 
f r u s t r a t i n g t e a c h e r s , whose i n t u i t i o n s ... about t h e 
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c o m p l e x i t y of t h e i r t a s k would l e a d t o oppose s u c h a 
d i v i s i o n of f u n c t i o n s . ( 3 1 ) 
The i n t r o d u c t i o n of t h e p a s t o r a l s y s t e m i n t o s c h o o l s has 
o f t e n preempted t h e s t a f f ' s p e r c e i v e d need f o r s u c h a 
s t r u c t u r e . Views o f the s o r t : "We d i d n ' t need a n y t h i n g l i k e 
t h i s b e f o r e . . " , "What e x a c t l y i s your j o b ? " and "I'm a maths 
t e a c h e r not a p a s t o r a l t u t o r ! " have p r o v i d e d s t u m b l i n g 
b l o c k s t o t h e e s t a b l i s h m e n t of an i n t e g r a t e d approach. 
T h e r e i s e v i d e n c e i n t h e t h i n g s t e a c h e r s s a y on 
i n - s e r v i c e t r a i n i n g c o u r s e s t h a t p a s t o r a l middle 
managers a r e r e g a r d e d w i t h some r e s e n t m e n t by heads of 
c u r r i c u l a r d epartments and by j u n i o r t e a c h e r s . H o l d e r s 
of both t h e s e r o l e s a c c e p t t h e i r o t h e r r e s p o n s i b i l i t i e s 
a s form t u t o r s i n t h e p a s t o r a l s ystem. They 
n e v e r t h e l e s s o f t e n see l i t t l e need f o r any form of 
management of t h e s e f u n c t i o n s . I t would seem t h a t so 
f a r we have f a i l e d t o p r o v i d e adequate s p e c i f i c a t i o n of 
t he j o b of p a s t o r a l middle managers. ( 3 2 ) 
Two f u r t h e r comments from D.John add t o h i s somewhat 
dou b t i n g a t t i t u d e towards t h e v a l u e of t h e p a s t o r a l s y s t e m . 
I n c r u d e t e r m s , t h e r e may be a danger t h a t c l a s s r o o m 
t e a c h e r s w i l l f e e l t h a t i n p e r c e i v i n g t h e i r p u p i l s a s 
l i v i n g i n d i v i d u a l p e o p l e t h e y a r e e n c r o a c h i n g on t h e 
p a s t o r a l s y s t e m . ( 3 3 ) 
' e a r i n g ' a s t h e p r i m a r y t a s k of t h e p a s t o r a l s y s t e m 
p o s e s a s i m i l a r dilemma between t h e a l t e r n a t i v e s of 
making t h e c u r r i c u l u m s y s t e m u n c a r i n g o r l e a v i n g t h e 
p a s t o r a l s y s t e m w i t h o u t a r a i s o n d ' e t r e . ( 3 4 ) 
The f i r s t o f t h e s e comments I would c o u n t e r by s t a t i n g 
t h a t i t i s one of t h e j o b s of t h e p a s t o r a l manager i n t h e 
s c h o o l t o e d u c a t e e v e r y c l a s s r o o m t e a c h e r i n t o h i s r o l e a s 
p a r t of t h e p a s t o r a l system. T h e r e s h o u l d be no-one i n the 
s c h o o l who v i e w s h i m s e l f a s b e i n g o u t s i d e i t . 
The second quote I see a s a t a u t o l o g y . I f the s c h o o l i s 
f u n c t i o n i n g i n a c a r i n g and s y m p a t h e t i c way towards i t s 
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p u p i l s v i a w h a t e v e r means - form t u t o r s , maths t e a c h e r , 
headmaster, t h e n i t has an e f f e c t i v e p a s t o r a l s y stem. I t i s 
where t h i s i s not so t h a t t h e need f o r a p a s t o r a l s t r u c t u r e 
i s e v i d e n t . I t i s my v i e w t h a t t h e s c h o o l i n w h i c h t h e 
p a s t o r a l s y s t e m i s s e e n a s redundant i s t h e s c h o o l t h a t has 
t h e most e f f i c i e n t s y s t e m of a l l . T h e r e f o r e D.John's 
comment must not be viewed a s a t h r e a t to p a s t o r a l c a r e but 
a s a t a r g e t ; t o p r o v i d e a c a r i n g c u r r i c u l u m . 
The f o l l o w i n g f a c t o r s seem c o n d u c i v e t o s u c c e s s - t h e 
p a s t o r a l o r g a n i s a t i o n i s s e e n t o s u p p o r t t h e s c h o o l ' s 
prime purpose of l e a r n i n g . W h i l s t low a c h i e v e m e n t and 
poor m o t i v a t i o n may seem t o have t h e i r c a u s e s i n 
p e r s o n a l and s o c i a l problems and need immediate 
s o l u t i o n s , a good c u r r i c u l u m , w e l l t a u g h t , i s a l s o an 
agent of c a r e . The d i v o r c e of academic and p a s t o r a l 
f u n c t i o n may i t s e l f c r e a t e d i f f i c u l t i e s by s e p a r a t i n g 
what i s b a s i c a l l y i n s e p a r a b l e ... ( 3 4 ) 
THE DEPUTY HEAD 
I n t h e r e s u l t s of W h a r r i e r e t a l . i t was s e e n t h a t t h e 
deputy heads were t h e l e a s t i n f l u e n t i a l element i n t h e r o l e 
s e t s o f t h e i r s u b o r d i n a t e s . 
The r o l e of deputy heads i n s c h o o l s i s somewhat u n c l e a r 
and v a r i a b l e . I t i s e x t r e m e l y dependent upon t h e n a t u r e of 
the h e a d m a s t e r ' s v i e w of h i s own r o l e and v a l u e s . 
When t h e d u t i e s o f heads t a k e them away from t h e 
s c h o o l b u i l d i n g s t h e r e i s an o b v i o u s need f o r a 
s u b s t i t u t e t o a c t on t h e i r b e h a l f . He o r she must be 
committed t o t h e same p u r p o s e s and p o l i c i e s , aware of 
c u r r e n t moves and problems and be an e f f e c t i v e 
competent s e n i o r member of t h e i n s t i t u t i o n whose 
o p i n i o n s and d e c i s i o n s command g e n e r a l r e s p e c t . ( 3 6 ) 
T h i s i s t h e v i e w most people have of a deputy head but i s 
t h i s a s u f f i c i e n t v i e w ? I s a deputy head t o be o n l y a c l o n e 
of t h e head, to s t e p - i n i n h i s a b s e n c e ? 
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The r o l e of t he head has r e c e i v e d c o n s i d e r a b l e 
a t t e n t i o n . . . By c o n t r a s t , t h e r o l e of t h e deputy head 
has r e c e i v e d r e l a t i v e l y l i t t l e a t t e n t i o n and t h e r e a r e 
few s u i t a b l e s o u r c e s . P e r h a p s a s a r e s u l t of t h i s l a c k 
of a t t e n t i o n t h e r e i s no c l e a r model of deputy 
h e a d s h i p ( T h e ) p r o v i s i o n s of t h e Burnham R e p o r t 
(DES 1978) a r e s i g n i f i c a n t b e c a u s e t h e r o l e of t h e 
deputy head may w e l l d i f f e r a c c o r d i n g t o whether he i s 
th e o n l y deputy o r one of two o r even t h r e e d e p u t i e s i n 
th e s c h o o l . ( 3 7 ) 
I n h i s s t u d y of t h e r o l e of deputy head i n s e c o n d a r y 
s c h o o l s Burnham (1968) s u g g e s t s t h a t t h e l e a d e r s h i p 
r o l e i n a l a r g e s c h o o l might be d i v i d e d i n t o i t s 
i n s t r u m e n t a l and e x p r e s s i v e a s p e c t s , t h e head 
c o n c e n t r a t i n g on t h e t a s k f u n c t i o n w h i l e t h e deputy 
head f u l f i l s t h e s o c i a l - e m o t i o n a l l e a d e r s h i p r o l e . 
( 3 8 ) 
I n l a t t e r y e a r s , a s s c h o o l s have grown even l a r g e r i n 
s i z e , t h e f u n c t i o n s r e f l e c t i n g t h e ' i n s t r u m e n t a l ' and 
' e x p r e s s i v e ' a s p e c t s of t h e s c h o o l have been handed t o t h e 
d e p u t i e s l e a v i n g t h e head t o o v e r s e e t h e management and 
e d u c a t i o n a l p o l i c i e s of t h e s c h o o l . 
S c h o o l s w i t h two or more d e p u t i e s o f t e n f i n d a r e a s of 
r e s p o n s i b i l i t y a l l o c a t e d t o t h e d e p u t i e s i n an opportune 
f a s h i o n r a t h e r t h a n an a p p r o p r i a t e one. T h a t e a s y 
s e p a r a t i o n of t he s c h o o r i n t o academic and pasto'raT t a s k s 
has l e d many head t e a c h e r s t o a l l o c a t e e a c h of t h e s e r o l e s 
to s e p a r a t e d e p u t i e s ; f o r t h e sa k e of c l a r i t y i f n o t h i n g 
e l s e . The f i r s t deputy (Deputy Head) i s o f t e n g i v e n t h e 
t a s k s w h i c h a r e a d m i n i s t r a t i v e and c u r r i c u l a r , w h i l s t t h e 
second deputy (Second M a s t e r / M i s t r e s s ) i s o f t e n a l l o c a t e d 
the p e r s o n n e l t a s k s ; p a s t o r a l c a r e , l i a s o n w i t h P.T.A., 
p u b l i c r e l a t i o n s e t c . However d e s i r a b l e i n an 
a d m i n i s t r a t i v e s e n s e , t h e d e c i s i o n t o d i v i d e f u n c t i o n s i n 
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t h i s manner c a r r i e s w i t h i t i m p l i c a t i o n s w h i c h g i v e c a u s e 
f o r c o n c e r n . T h i s c o n c e r n i s one of s t e r e o t y p i n g . 
O f t e n a male i s a p p o i n t e d t o t h e deputy head p o s i t i o n and 
a female t o t h e second p o s i t i o n . (At one time t h i s was a 
r e q u i r e m e n t ; o r v i c e v e r s a i n t h e p o s i t i o n a l l o c a t i o n s . ) 
Over time a s i t u a t i o n d e v e l o p e d w h e r e i n 'male' i m p l i e d 
o r g a n i s a t i o n a l , demanding r o l e f u n c t i o n s , and 'female' 
i m p l i e d t h e p a s t o r a l , c a r i n g r o l e . U n f o r t u n a t e l y t h i s v i e w 
has o f t e n been m a i n t a i n e d d e s p i t e the r e l a t i v e 
o r g a n i s a t i o n a l a b i l i t i e s of t h e female o r the c a r i n g 
c a p a c i t y of t h e male r o l e incumbents o f t h e s e p o s i t i o n s . 
I n an expanding s c h o o l t h e i n c r e a s i n g l y heavy 
a d m i n i s t r a t i v e t a s k i s l i a b l e t o be i d e n t i f i e d more and 
more w i t h t h e deputy head, however s t r e n u o u s l y he may 
r e s i s t t h i s , however o f t e n he a s s e r t s t h a t he s h a r e s 
t h i s r e s p o n s i b i l i t y w i t h t h e s e n i o r m i s t r e s s , and 
however f r e q u e n t l y she d e m o n s t r a t e s h e r i n v o l v e m e n t i n 
i t . And j u s t a s t h e s e n i o r m i s t r e s s may have t o cope 
w i t h t h e s t a f f group's u n w i l l i n g n e s s t o acknowledge 
t h a t she has a d m i n i s t r a t i v e s k i l l s , so t h e deputy head 
may f i n d h i m s e l f h a v i n g t o cope w i t h t h e i r 
u n w i l l i n g n e s s t o acknowledge t h a t he has any s k i l l s 
t h a t a r e not p u r e l y a d m i n i s t r a t i v e . ( 3 9 ) 
T h i s d e n i a l o f t h e use of p o s s i b l y s t r o n g a b i l i t i e s of 
t h e d e p u t i e s c a n be one of the major s o u r c e s of d i s f u n c t i o n 
and the c a u s e of f u r t H e r s t e r e o t y p i n g . 
Many deputy heads, a f t e r a d j u s t i n g t h e i r r o l e 
p erformance t o meet t h e p e r c e i v e d r o l e demands of t h e i r 
h e a d t e a c h e r s , found t h a t t h e i r g r e a t e s t s o u r c e of 
c o n f l i c t l a y i n t h e d i s p a r i t y between t h e a c t u a l r o l e 
b e h a v i o u r s and t h e i r i d e a l c o n c e p t i o n of the r o l e . 
( 4 0 ) 
R e f e r r i n g t o f i g . 5.4 ( W h a r r i e r e t a l . ) and the s p r e a d of 
t a s k s i n w h i c h deputy heads engaged, we s e e them ranged 
w i d e l y o v e r t h e ' e x p r e s s i v e ' and ' i n s t r u m e n t a l ' range of 
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r e s p o n s i b i l i t i e s . I t would have been i n t e r e s t i n g i f t h e s e 
d a t a c o u l d be s e p a r a t e d i n r e l a t i o n t o t h e t y p e of deputy 
r e s p o n d i n g . I n o r d e r t o p u r s u e t h i s n o t i o n I have a n a l y s e d 
the j o b d e s c r i p t i o n s of 22 d e p u t i e s t o see i f t h e s u s p i c i o n 
of a s e p a r a t i o n i n t h e s e t a s k s was j u s t i f i e d . 
With t h e a r r i v a l of 'equal o p p o r t u n i t i e s ' t h e o b v i o u s 
r e q u e s t s f o r male o r female s t a f f have been removed but many 
s i g n a l s to p r e f e r e n c e s t i l l remain; not l e a s t of whic h i s 
the s t a t e m e n t " t o t a k e c h a r g e of g i r l s ' w e l f a r e . " 
The j o b d e s c r i p t i o n s s u r v e y e d c o n s i s t e d of 8 Deputy 
Headmaster p o s t s , 11 Second M a s t e r / M i s t r e s s p o s t s and 3 d u a l 
p o s t s . 
F i g . 5.7 shows t h e p e r c e n t a g e d i s t r i b u t i o n of t a s k s 
r e q u i r e d f o r e a c h p o s t . These a r e grouped i n t o 
' i n s t r u m e n t a l ' and ' e x p r e s s i v e ' c l u s t e r s . I t must be noted 
t h a t minor a d m i n i s t r a t i v e t a s k s have been i n c l u d e d a s 
e x p r e s s : i v e / c a r i n g f a c t o r s , a s o:fteri-they r e q u i r e c l o s e 
c o n t a c t w i t h p a r e n t s , p u p i l s and s t a f f . 
E a c h p a r t i c u l a r h i s t o g r a m i s shadowed by t h e p e r c e n t a g e 
r e q u i r e m e n t s f o r a l l 22 p o s t s . I t i s i m m e d i a t e l y n o t i c e a b l e 
t h a t t h e Deputy Heads a r e i n v o l v e d i n an a l m o s t 50:50 s p l i t 
i n t h e demanding c a r i n g f u n c t i o n s whereas t h e Second 
M a s t e r / M i s t r e s s p o s i t i o n i s b i a s e d w i t h a 2:1 r a t i o , w i t h 
predominance i n f a v o u r of the e x p r e s s i v e f u n c t i o n s . 
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Department Heads House/Sect ion Heads 
Tutors Subject Teachers Work 
Tension between caring and demanding functions and its effect on management roles. 
E. RICHARDSON ( 1 9 7 3 ) , p. 219. 
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E. R i c h a r d s o n (1973) p o i n t s out t h a t t h i s r o l e s e p a r a t i o n 
and c o n f l i c t may not be o n l y w i t h i n the d e p u t i e s own 
p e r c e p t i o n of t h e i r r o l e s . I f t h e p a s t o r a l / a c a d e m i c d i v i d e 
i s a l l o w e d t o p r o p a g a t e , c o m p e l l i n g s t a f f t o c o n s i d e r t h e 
s c h o o l a s two d i s t i n c t p a r t s , c o n f l i c t w i l l be c a u s e d w i t h i n 
or between o t h e r r o l e h o l d e r s . She s u g g e s t s t h e d iagram 
shown i n F i g . 5.8. 
Some of the c o n s e q u e n c e s of t h i s dichotomy o f p e r c e p t i o n s 
have been p o i n t e d out i n t h e p r e v i o u s s e c t i o n . I t i s t h e 
duty of s e n i o r management t o c o n s i d e r t h e s e f a c t o r s a g a i n s t 
t h e need t o s i m p l i f y r o l e s i n s c h o o l s and t o guard a g a i n s t 
o v e r s p e c i a l i s a t i o n t h a t may c o n s t r i c t o r s t r a n g l e the 
p r o f e s s i o n a l i s m t o w h i c h we a s t e a c h e r s a s p i r e . 
The d i v e r s i t y of t h e d e p u t y ' s r o l e t a s k s o f t e n c a u s e 
problems f o r him/her i n r e l a y i n g t h e i r r o l e t o o t h e r s . 
Burnham ( 1 9 6 4 ) d i s c o v e r e d t h a t heads and t e a c h e r s were 
p e r c e i v e d a s h o l d i n g q u i t e c o n t r a r y e x p e c t a t i o n s f o r 
t h e deputy head's r o l e . The heads were p e r c e i v e d by 
t h e deputy a s w a n t i n g him t o engage i n b e h a v i o u r 
c o n c e r n e d w i t h s c h o o l o r g a n i s a t i o n , s u c h a s t i m e t a b l e 
making or a s s i g n i n g t e a c h e r s t o s c h o o l d u t i e s , w h i l e 
the t e a c h e r s were p e r c e i v e d a s w a n t i n g him t o c a r r y out 
b e h a v i o u r s , m a n i f e s t i n g cojncern f o r them, s u c h a s 
l i s t e n i n g t o t h e i r problems and r e l a y i r i g them~to~the 
head. ( 4 1 ) 
T h i s mismatch i n p e r c e p t i o n s does not c a u s e problems i n 
i t s e l f , f o r i n d e e d t h e d e p u t i e s o f t e n c a r r y out t a s k s w h i c h 
comply w i t h both e x p e c t a t i o n s . Problems a r i s e , however, i n 
terms of t h e p e r c e p t i o n of t h e work l o a d of t h e d e p u t i e s . 
I f t h e head c o n s i d e r s t h e d e p u t y ' s t a s k s t o be a i d i n g him 
w i t h a d m i n i s t r a t i o n (and he does not c o n s i d e r t h e t e a c h e r s ' 
r e q u i r e m e n t s of t h e deputy t o be s i g n i f i c a n t ) , t h e n u n l e s s 
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he f i l l s t h e d e p u t y ' s time w i t h management r e l a t e d t a s k s he 
may t h i n k t h e deputy under used. S i m i l a r l y t h e t e a c h e r s who 
see t h e deputy a s t h e i r l i n k w i t h t h e headmaster o r a s 
c o u n s e l l o r on s c h o o l m a t t e r s , w i l l o f t e n wonder what he does 
when he i s not m i n i s t e r i n g t o them. Here we have t h e common 
s c e n a r i o of t h e overworked deputy who i s p e r c e i v e d by s t a f f 
a s doing l i t t l e . 
To come f u l l c i r c l e , l e t C o u l s o n (1976) r e i t e r a t e t h e 
p o i n t about t h e u n c e r t a i n t y of t h e d e p u t y ' s r o l e . He s t a t e s 
of J u n i o r S c h o o l d e p u t i e s , s e n t i m e n t s w h i c h a r e e q u a l l y t r u e 
f o r t h o s e i n Secondary S c h o o l s . 
Whereas both t h e t e a c h e r , i n t h e c l a s s r o o m , and t h e 
head, i n the s c h o o l a s a whole, have c o n s i d e r a b l e 
freedom to shape t h e i r own r o l e s , t h e scope of t h e 
deputy head's d u t i e s i s d e t e r m i n e d m a i n l y by t h e head's 
c o n c e p t i o n o f h i s own r o l e and the p a t t e r n of 
d e l e g a t i o n he o p e r a t e s . ( 4 2 ) 
To emphasise t h e e x t e n t of i n f l u e n c e w i t h w h i c h the head 
c o l o u r s t h e r o l e o f t h e deputy, t h e f o l l o w i n g p a r a g r a p h 
from a j o b p r e s c r i p t i o n f o r a Deputy Head i s o f f e r e d . 
S i n c e t h e Headmaster i s r e s p o n s i b l e f o r r e a c h i n g t h e 
i m p o r t a n t d e c i s i o n s , i t i s e s s e n t i a l t h a t t h e 
i n f o r m a t i o n upon w h i c h t h e s e d e c i s i o n s a r e based s h o u l d 
be a s f u l l and o b j e c t i v e a s p o s s i b l e . H i s most 
i m p o r t a n t c h a n n e l of i n f o r m a t i o n comes t h r o u g h t h e 
Deputy Head who, i f he does h i s j o b s u c c e s s f u l l y , w i l l 
e n s u r e t h a t a l l r e l e v a n t i n f o r m a t i o n n e c e s s a r y f o r 
p o l i c y d e c i s i o n s r e a c h e s t h e Headmaster. The o b v e r s e 
of t h i s i s t h a t t h e Headmaster s h o u l d be f r e e d from 
r o u t i n e a d m i n i s t r a t i v e work. Where broad p o l i c y 
d e c i s i o n s have a l r e a d y been made t h e n t h e Deputy Head 
w i l l not b o t h e r t h e Headmaster w i t h day t o day d e t a i l s 
w h i c h f a l l under them. ( 4 3 ) 
PAGE 108 
C h a p t e r 
SURVEY AND RESULTS 
I n o r d e r t o o b t a i n f u r t h e r i n s i g h t s i n t o s t a f f 
p e r c e p t i o n s of management a v a r i e d s e l e c t i o n of s t a f f i n a 
v a r i e t y of s c h o o l s were c h o s e n f o r i n t e r v i e w . I n t e r v i e w s 
were approached w i t h as open a mind a s p o s s i b l e . S i n c e 
t h e r e was no n u l l h y p o t h e s i s t o be t e s t e d t h e q u e s t i o n s t o 
be a s k e d were v a r i e d and open ended. 
Although t h e i n t e r v i e w s were not d i r e c t e d a t v e r i f y i n g 
some n o t i o n a l t h e o r y i t was hoped t o s e e i f any r e s p o n s e s 
matched the e a r l i e r p r o p o s i t i o n o f ' l i m i t e d p e r c e p t i o n s of 
management'. ( s e e f i g . 5.3) 
The i n t e r v i e w s were conducted by means of the s u b j e c t 
r e s p o n d i n g i n t h e i r own way t o t e n w r i t t e n q u e s t i o n s put 
b e f o r e them. The q u e s t i o n s were not r e q u i r e d t o be 
answered, o f t e n s u b j e c t s o v e r l o o k e d q u e s t i o n s o r p r e f e r r e d 
not t o answer them. The i n t e r v i e w e r o n l y i n t e r j e c t e d when 
elar-i-f-i c a t i o n was needed o r t o advance t h e i n t e r v i e w . 
The s u b j e c t s were promised anonymity. To t h i s end 
q u o t a t i o n s and s c h o o l s have not been i d e n t i f i e d and the 
o r d e r of p r e s e n t a t i o n of d a t a i s not l i n k e d t o t h e o r d e r o 
t h e i n t e r v i e w s . 
Ten s c h o o l s were v i s i t e d : two Middle S c h o o l s , t h r e e 11-
Comprehensive S c h o o l s and f i v e 11-16 Comprehensive S c h o o l s 
I n a l l f o r t y s t a f f were i n t e r v i e w e d . One r e c o r d i n g was 
s p o i l e d p r o d u c i n g t h i r t y n i n e i n t e r v i e w s f o r a n a l y s i s . 
A l t h o u g h t h i s may not be a sample s i z e s u f f i c i e n t to o f f e r 
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s t a t i s t i c a l l y v a l i d d a t a , i t i s f e l t t h a t t h e f o r t u i t o u s 
b a l a n c e i n the management p o s i t i o n s of t h o s e i n t e r v i e w e d may 
w e l l produce s i g n i f i c a n t r e s u l t s w h i c h may p r o v i d e p o i n t e r s 
f o r f u t u r e i n v e s t i g a t i o n s . 
Due t o the f r e e n a t u r e of t he r e s p o n s e s t h e r e i s no doubt 
t h a t t h e y r e f l e c t t h e v a l i d p e r c e p t i o n s of t h o s e 
i n t e r v i e w e d . T h e r e f o r e any t r e n d s d i s p l a y e d by t he grou p i n g 
of the c o n t e n t s of t h e i n t e r v i e w s w i l l i n d i c a t e v i e w s which 
a r e c o n s i s t e n t w i t h t h e p a r e n t p o p u l a t i o n of t e a c h e r s . 
I t i s not, however, i n the bounds of t h i s s t u d y t o 
v a l i d a t e s t a t i s t i c a l l y any o b s e r v a t i o n but m e r e l y t o r e l a y 
them t o t h e r e a d e r a s t h e t e a c h e r s ' p e r c e p t i o n s of s e c o n d a r y 
management. 
The t e n q u e s t i o n s and t h e i n d i v i d u a l a n a l y s i s of e a c h 
q u e s t i o n c a n be found i n appendix 1. Sample comments from 
t h e i n t e r v i e w s a r e g i v e n t o i l l u s t r a t e t h e d i v e r s i t y o r 
s i m i l a r i t y of o p i n i o n . 
I t became o b v i o u s t h a t i n o r d e r t o a n a l y s e r e s p o n s e s a 
d e f i i r r i r i ^ r h ^ f ~ ~ t h T e — s e ^ ^ ^ Top and Middle 
management had t o be a r r i v e d a t f o r f u t u r e c l a s s i f i c a t i o n 
p u r p o s e s . To t h i s end q u e s t i o n 2 was f i r s t a n a l y s e d 
p r o d u c i n g t h e r e s u l t s shown below i n F i g . 5.Q2. 
PAGE 110 
C h a p t e r 5. 













SENIOR p n 
TEACHERS U 
3. . . . 
HEADS OF pool 
YEAR looqf 



















T h e r e a p p e a r s t o be a g e n e r a l c o n s e n s u s t h a t t h e 
s e p a r a t i o n b e t w e e n t o p and m i d d l e management o c c u r s b e l o w 
S e n i o r T e a c h e r l e v e l . The o b s e r v e d e x c e p t i o n s w ere due i n 
t h e m a i n t o r e p l i e s f r o m - t h e s m a l l e r s c h o o l s w h i c h d i d n o t 
q u a l i f y f o r a s e n i o r t e a c h e r p o s t . I n t h e s e s c h o o l s Heads 
o f D e p a r t m e n t o r Heads o f Y e a r f o r m e d p a r t o f t h e management 
team. 
The e x c l u s i o n , by i n t e r v i e w e e s , o f c e r t a i n g r o u p s f r o m 
management was due t o e i t h e r an e v a l u a t i o n o f a p a r t i c u l a r 
p e r s o n ' s p e r f o r m a n c e i n t h a t r o l e o r on t h e r e s p o n d e n t ' s 
p e r c e p t i o n o f t h e r o l e o f m i d d l e management. (See 
a s s o c i a t e d comments. A p p e n d i x I . ) 
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The i m p l i c a t i o n from t h e s e d a t a i s t h a t n o n - m a n a g e r i a l 
r o l e s e x i s t a t a l e v e l below t h o s e mentioned. I t i s 
i n t e r e s t i n g t h a t m a n a g e r i a l p o s t s a r e not d i r e c t l y r e l a t e d 
t o r e m u n e r a t i o n , f o r i n some s c h o o l s s c a l e 1 t e a c h e r s had 
c o n t r o l of s u b j e c t a r e a s w h i l s t s c a l e 2 t e a c h e r s i n o t h e r 
s c h o o l s were unaware of any management f u n c t i o n . 
I n t h e l i g h t of t h e b o u n d a r i e s d e t e r m i n e d by the 
r e s p o n s e s t o q u e s t i o n 2 a l l f u t u r e i n f e r e n c e s to Top, Middle 
and non-management w i l l be made on t h o s e d e f i n i t i o n s . 
Q u e s t i o n 1 was found by many t o be v e r y d a u n t i n g . I n d e e d 
i t i s an e x t r e m e l y broad q u e s t i o n . However, when encouraged 
t o summarise t h e i r t h o u g h t s on t h e s u b j e c t , a l l managed to 
g i v e an o p i n i o n . These o p i n i o n s were c o l l e c t e d i n t o groups 
of s i m i l a r meaning and a r e l i s t e d i n d e s c e n d i n g o r d e r of 
f r e q u e n c y of t h e r e p l i e s of Top management. 
The p r o f i l e s o f f r e q u e n c y of r e p l y a r e shown i n t h e f i g . 
5.Q1. 
I t must be s t r e s s e d t h a t t h e s e a r e s t a t e m e n t s v o l u n t e e r e d 
by the i n t e r v i e w e e s a s uppermost i n t h e i r minds a t t h e time 
of i n t e r v i e w and may not be an e x h a u s t i v e r e p r e s e n t a t i o n of 
t h e i r p e r c e p t i o n s . However, wo r k i n g on t h e a s s u m p t i o n t h a t 
t h o s e v i e w s p r o f f e r e d a s answers r e f l e c t t h e i r s t r o n g e s t 
f e e l i n g s , one or two f e a t u r e s may be o b s e r v e d . 
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(1) That s e n i o r management see the p r o v i s i o n o f t h e 
e d u c a t i o n process as the prima f a c i e t a s k . T h i s i s 
echoed by t h e non-management s t a f f . 
( 2 ) Middle and non-management see the r o l e o f 
management as p r o v i d i n g d i r e c t i o n and c o o r d i n a t i o n o f 
the day-to-day processes o f t h e s c h o o l . 
(3) Middle and non-managment p e r c e i v e ' c o n s i d e r a t i o n 
of t he o p i n i o n s o f o t h e r s ' as minimal i n the 
management t a s k . T h i s i s an i n t e r e s t i n g f e a t u r e 
s i n c e , d u r i n g t h e i n t e r v i e w , a l a r g e number of s t a f f 
expressed t h e need t o be c o n s i d e r e d by management as 
an i m p o r t a n t f a c t o r , y e t , i n r e p l y i n g t o t h i s 
q u e s t i o n , t h i s was o n l y mentioned as be i n g i m p o r t a n t 
by t he t o p managers. 
I am r e l u c t a n t t o s p e c u l a t e on f u r t h e r p o s s i b l e f e a t u r e s 
d i s p l a y e d i n the da t a s i n c e t h e n u m e r i c a l d i f f e r e n c e s are so 
s m a l l . I leave i t t o t h e reader t o make i n f e r e n c e s i n t h e 
l i g h t o f h i s / h e r e x p e r i e n c e . F u r t h e r i n v e s t i g a t i o n may be 
p o s s i b l e u s i n g t h e c a t e g o r i e s produced by t h i s q u e s t i o n as a 
s t a r t i n g p o i n t . 
Q u e s t i o n 3 concerned l e a d e r s h i p . There was no at t e m p t t o 
d e f i n e t he term by t h e i n t e r v i e w e r . However t o make i t 
c l e a r what was r e q u i r e d t he i n t e r v i e w e r , i f asked, o f f e r e d 
the f o l l o w i n g a d v i c e . 
" S t r i p t h e s t a f f o f a l l t i t l e s and p o s i t i o n s . Looking a t 
them as i n d i v i d u a l s , t e l l me who you t h i n k are t h e l e a d e r s 
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i n the s c h o o l . Do not g i v e me t h e i r names b u t g i v e me t h e 
p o s i t i o n s t h a t they h o l d i n t h e s c h o o l . " 
The r e s u l t s o b t a i n e d are shown i n f i g . 5.Q3. 
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11. 
These r e s u l t s p r o v i d e a r e a s s u r i n g p r e s e n t a t i o n o f sound 
l e a d e r s h i p e x i s t i n g t h r o u g h o u t t h e s c h o o l system. I t must 
be noted however, t h a t t h i s does n o t i m p l y t h a t a l l s c h o o l s 
have t h i s balance. The l i m i t e d number o f Heads o f F a c u l t y 
mentioned i s due t o the l i m i t e d e x i s t e n c e o f the p o s t i n t h e 
surveyed s c h o o l s . 
I t was n o t a b l e t h a t n e g a t i v e o r i n e f f e c t i v e l e a d e r s h i p 
e x i s t a t a l l l e v e l s i n t h e s c h o o l . N a t u r a l l y t h e r e was an 
i n c r e a s e d i n c i d e n c e o f i t b e i n g mentioned when t h e n e g a t i v e 
l e a d e r s h e l d h i g h o f f i c e . I t may be f a i r t o conclude t h a t 
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t h i s p a t t e r n o f l e a d e r s h i p ought t o be expected i n schools 
s i n c e a l l t e a c h e r s are expected t o have p r a c t i s e d t h e i r 
l e a d e r s h i p s k i l l s i n the classroom. The f a c t must a l s o be 
faced by management t h a t i f those t h e y are ' d i r e c t i n g ' are 
themselves l e a d e r s then c o n s i d e r a t i o n o f t h i s f a c t must be 
g i v e n t o a v o i d c o n f L i c t . 
When i t came t o i n d i c a t i n g who were t h e d e c i s i o n makers 
i n ,the sc h o o l a s t r o n g i n d i v i d u a l s c h o o l f a c t o r became 
e v i d e n t . D i f f e r i n g t y pes o f o r g a n i s a t i o n were i d e n t i f i e d 
r a n g i n g from the apparent d e m o c r a t i c t o the d i c t a t o r i a l 
regimes. T h i s i s e v i d e n t i n the responses i n d i c a t e d below 
f i g . Q4. (Appendix I ) 
Fi g . 5.Q4. 
FIB. 84. 
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Dec i s i o n making i s seen to take place predominantly at 
the Headmaster and Deputy Headmaster l e v e l s with Heads of 
Year taking most management d e c i s i o n s i n the body of the 
school. Heads of Department were seen to take few 
'management' d e c i s i o n s but were recognised as making 
d e c i s i o n s on c u r r i c u l a r matters. I t was r e a s s u r i n g to note 
that interviewees gave t h i r t e e n p o s i t i v e statements with 
regard to whole-staff involvement i n the d e c i s i o n making 
process. 
The c o l l e c t i v e p i c t u r e b l u r s the immense v a r i e t y of 
responses which make up these data. A sample of c o l l e c t e d 
comments are o f f e r e d to colour the bland f i g u r e s produced. 
(Appendix I ) 
These data seem to support the r e s u l t s observed from the 
data c o l l e c t e d by Wharrier e t a l . i n that Heads of Year are 
more c l o s e to the management f u n c t i o n of the school than are 
Heads of Department. T h i s , however, may w e l l l i e i n the 
observer's perception of what c o n s t i t u t e s a management 
function. 
Question 5 was designed to see how people saw themselves 
i n r e l a t i o n to t h e i r c o l l e a g u e s . I t was asked on the 
assumption that i f s t a f f regarded each other as equal 
p r o f e s s i o n a l s (which i s often s t a t e d to avoid d i r e c t i o n by 
others) then there should be no r e l u c t a n c e to seek advice 
from any fellow p r o f e s s i o n a l . 
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Fi g . 5.Q5. 
(FIG. Q5.) 
LEVELS AT WHICH ADVICE IS SOUGHT 
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N e g a t i v e r e s p o n s e s " X " include? t h e f o l l o w i n g : 
" A d v i s e r s " ; "No-one"; " t h e Head"; "No-one i n t h i s s c h o o l " ; 
"No-one"; "Never the Head"; "Few pe o p l e " ; "No-one". 
The r e s u l t s show c l e a r l y t h a t t h e assumption of 'equal 
p r o f e s s i o n a l s ' i s n ot a common f e e l i n g . The evidence i n the 
r e p l i e s o j 3 t a i n e d _ p o J j r t s c l e a r l y - - t o a- sense -of- ' s t a t u s 1 
w i t h i n t h e s t a f f . There appears t o be a r e l u c t a n c e i n many 
members o f s t a f f i n a d m i t t i n g problems t o peers or 
s u b o r d i n a t e s . Some s e l f i s o l a t i o n was indeed e v i d e n t . (See 
the n e g a t i v e responses recorded i n Appendix I . ) T h i s 
l a t t e r o b s e r v a t i o n may w e l l h o l d t h e key t o t h e i n c i d e n c e o f 
s t r e s s i n the p r o f e s s i o n , f o r those who are unable t o seek 
h e l p from t h e i r peers and are r e l u c t a n t t o admit t h e i r 
problems t o t h e i r s u p e r i o r s f i n d themselves c o m p l e t e l y 
w i t h o u t s u p p o r t . F o l l o w i n g the p a t t e r n d i s p l a y e d i n t h e 
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r e s u l t s the q u e s t i o n a r i s e s 'To whom does the Head go f o r 
a d v i c e w i t h i n the s c h o o l ? ' 
The r e s u l t s t o q u e s t i o n 6, which are d i s p l a y e d i n f i g . 
5.Q6, show the d i s t r i b u t i o n o f those p o s i t i o n s i n which 
people were seen t o e x e r c i s e i n f l u e n c e w i t h i n the s c h o o l . 
The Headteachers were e x c l u d e d from t h i s c a t e g o r y f i r s t l y i n 
r e c o g n i t i o n o f the f a c t t h a t t h e y can be expected t o 
i n f l u e n c e the s c h o o l i n a major way. Secondly, s i n c e my 
r e s e a r c h i s l o o k i n g below t h a t l e v e l , I was s e a r c h i n g f o r a 
more i n t i m a t e view o f i n f l u e n c e coming from w i t h i n the 
s t a f f . 
F i g . 5.Q6. 
INFLUENCE WITHIN THE SCHOOL 
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I n response to the question I obtained two d i f f e r i n g 
c a t e g o r i e s of i n f l u e n t i a l persons; those who influ e n c e d the 
p o l i c y making w i t h i n the school ( t h a t i s , those who had 
infl u e n c e i n the head's d e c i s i o n making), and those who had 
an i n f l u e n c e on the climate of the school ( t h a t i s those who 
influenced the s t a f f i n general) 
Observations worthy of mention from the data are: 
(1) Top management are seen as having the g r e a t e s t 
i n f l u e n c e , of whatever form, w i t h i n the school. 
(2) The Deputy head has by f a r the g r e a t e s t 
i n f l u e n c e , f a r greater than the Second deputy. 
( 3 ) I t i s evident that w h i l s t Heads of 
Faculty/Department were not perceived as having a 
high management p a r t i c i p a t i o n i n terms of d e c i s i o n 
making (Q.4), they are seen as i n f l u e n t i a l when i t 
comes to school p o l i c y and c l i m a t e . 
When con s i d e r i n g the d i f f i c u l t i e s of management the 
r e s u l t s to question 7 were divided int o responses from Top. 
Middle and non-management. The responses were c o l l a t e d into 
the groupings shown i n Appendix I and arranged i n descending 
order of frequency i n Top management's r e p l y . 
The r e s u l t i n g p r o f i l e s shown i n f i g . Q7 show a d i s t i n c t 
l e a r n i n g p a t t e r n . Many of the management t a s k s are 
considered by a l l groups but i t i s worth examining the 
responses 'A', 'B' and 'E'. 
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F i g . 5.Q7. 
TOP MANAGEMENT'S PERCEPTIONS OF 
MANAGEMENT DIFFICULTIES 
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Taking the response 'E' f i r s t : "Managing and motivating 
others to get the best from them." Non-managers saw t h i s as 
the most d i f f i c u l t f u n c t i o n i n management. Indeed i t i s a 
s i g n i f i c a n t d i f f i c u l t y i n other management l e v e l s but not so 
highl y rated. Could i t be that there has been some s k i l l 
acquired i n t h i s function? Or have some other managerial 
f a c t o r s overtaken t h i s i n p r i o r i t y ? 
F actor 'A': "Time and the c o n f l i c t i n g demands upon i t " , 
i s s i g n i f i c a n t a t a l l l e v e l s but becomes an overwhelming 
p r i o r i t y once into Middle or Top management. I t has to be 
s t a t e d at t h i s point that 'time' was perhaps the strongest 
f a c t o r i n f l u e n c i n g the majority of those interviewed even i f 
i t was not mentioned s p e c i f i c a l l y i n response to t h i s 
question. 
The growing awareness of f a c t o r 'B': "Responding to the 
demands of change" i s c l e a r l y evident from the p r o f i l e s . 
Apparently, i t i s only when s t a f f are asked to become the 
instrument of change i s t h e i r awareness of i t s management 
required. 
The responses to question 8; "Do you f e e l there are 
s u f f i c i e n t female managers?", prompted a wide range of r e p l y 
i n c l u d i n g extreme 'Feminism' on one hand and "Chauvinism" on 
the other. The a n a l y s i s of these data could have become a 
task i n i t s e l f . However i t was decided to t r e a t the 
responses i n two ways. F i r s t l y , the d i r e c t yes/no response 
was graphed with regard to management l e v e l and sex. 
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F i g . 5,Q8a. 
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Secondly i n an a t t e m p t t o l o o k a t the reasons f o r t h e 
r e p l i e s , e x p l a n a t o r y remarks were grouped as shown in_Fig_. 
5.Q8b. 
I n d i r e c t response t o t h e q u e s t i o n t h e r e was an 
approximate 2:1 w e i g h t i n g toward the n e g a t i v e r e p l y . From 
th e r e s u l t s d i s p l a y e d i t would appear t h a t men are prep a r e d 
t o acknowledge a l a c k o f female managers more r e a d i l y i f 
the y have secured f o r themselves t o p management p o s i t i o n s . 
( T h i s i s open t o f u r t h e r i n v e s t i g a t i o n . ) 
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CLASSIFICATIONS AS LISTED ABOVE 
xxxxxxxxxx = TOP MANAGEMENT = MIDDLE MANAGEMENT. = S C f l L E S J AND 2. 
A. P r e j u d i c e and/or h i s t o r i c a l i n f l u e n c e s . 
B. Lack o f female a g g r e s s i o n and c o m p e t i t i v e n e s s . 
C. Females l a c k i n g i n s k i l l s . 
D. Fa m i l y r e s p o n s i b i l i t i e s and p r i o r i t i e s . 
E. The n e g a t i v e e f f e c t of the 'Equal O p p o r t u n i t i e s B i l l ' . 
F. S t e r e o t y p i n g . 
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The main reasons for the apparent l a c k of female managers 
were put into three major f a c t o r s : 
(B) "Lack of female aggression and competitiveness." 
(17 responses) 
(A) " P r e j u d i c e and/or h i s t o r i c a l i n f l u e n c e s . " (16 
responses) 
(F) "Stereotyping." (9 responses) 
I t can be appreciated that these elements are s t r o n g l y 
i n t e r l i n k e d . I f (B) i s c o r r e c t one must question the 
inherent nature of the female as the c a u s a t i v e element. Or, 
i s (B) the product of the other two f a c t o r s (A) and ( F ) ? 
The comments i n the appendix are samples of the d i v e r s i t y 
and the strength of f e e l i n g s on t h i s i s s u e . 
The responses to question 9, regarding those f a c t o r s 
which i d e n t i f y people as managers and give them t h e i r power, 
provided data which showed considerable agreement at a l l 
l e v e l s of management. - -
Looking at F i g . 5.Q9 i t can be seen t h a t i f the s l i g h t 
f l u c t u a t i o n s are ignored the trend f o r each group i s the 
same. 
The major d i f f e r e n c e seems to be i n f a c t o r (B) which 
holds the " P o s i t i o n held" to be the major feature i n a 
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From t h e r e s u l t s we see the non-managers a t t r i b u t i n g 
l e a d e r s h i p t o those w i t h s k i l l and those w i t h p o s i t i o n 
s t a t u s . However those people a c t u a l l y h o l d i n g t h e s t a t u s 
p o s i t i o n s , t h e middle managers, f e e l t h a t t h e y have gained 
t h e i r p o s i t i o n by v i r t u e o f t h e i r s k i l l ( w h i c h i s no doubt 
t r u e ) . They t h e r e f o r e see t h e i r p o s i t i o n as a minor 
i n f l u e n c e , a t l e a s t one n o t w o r t h m e n t i o n i n g , a g a i n s t t h e i r 
a b i l i t y o r s k i l l . 
The ' s t a t u s ' f a c t o r , when observed a t t o p management 
l e v e l produced two d i a m e t r i c a l l y opposing responses. There 
were those who, w h i l s t a c c e p t i n g s k i l l t o be t h e most 
i m p o r t a n t f a c t o r e n a b l i n g management, r e c o g n i s e d a l s o t h a t 
t h e s t a t u s o f f e r e d by p o s i t i o n was a l s o an e x t r e m e l y 
p o w e r f u l i n f l u e n c e i n t h e management a c t . There were, 
however, o t h e r s who denie d t h a t ' p o s i t i o n power' came i n t o 
t h e i r management a c t s and a t t r i b u t e d a l l e f f e c t s t o t h e i r 
own s k i l l s as l e a d e r s . 
The. o t h e r — n o t a b l e r e j.e.c_t io.n_, t h a t o f element (C) "Being 
s u p p o r t i v e o f s t a f f and c o n s i d e r a t e o f t h e i r needs.", 
r e f l e c t s t h e o p i n i o n s o f o n l y two s u b j e c t s who f e l t t h a t 
management had t o be performed i n a c o m p l e t e l y i m p e r s o n a l , 
i f n o t r u t h l e s s way. 
The r e p l i e s t o q u e s t i o n 10 r e g a r d i n g 'Job D e s c r i p t i o n s ' 
p r o v i d e d t h e da t a shown i n F i g . 5.Q10. 
I t i s apparent t h a t w r i t t e n j o b d e s c r i p t i o n s are n o t a 
p r i o r i t y t o those i n non-management and t h a t t h e awareness 
PAGE 130 
Chapter 5. 
of the f u n c t i o n s o f o t h e r s grows w i t h t h e need t o manage 
o t h e r s . I n many s c h o o l s t h e r e seemed t o be l i t t l e 
o p p o r t u n i t y f o r examining t h e j o b d e s c r i p t i o n s o f o t h e r 
s t a f f . I n f a c t few scho o l s had w r i t t e n j o b d e s c r i p t i o n s f o r 
a l l s t a f f . 
The a t t i t u d e s t o j o b d e s c r i p t i o n s were v a r i e d as can be 
seen from t he a s s o c i a t e d comments. Some s t a f f found them t o 
be h e l p f u l g u i d e l i n e s t o p l a c e themselves i n t h e i r r o l e 
w i t h i n the school and adhered t o t h e l i s t m e t i c u l o u s l y . 
Others found t h e p r e s c r i p t i o n s t o o v a s t o r i r r e l e v a n t o r too 
c o n f u s i n g . 
F i g . 5.Q10. 







NONE / UNCERTAIN 
I l l t U l l l l l l l l l l l l l t l l 
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l i l l lHIUli l l lC l l l l l l l l l l l l i l 
t u i i i i t f i i i i e i i i i 
i i i i i u i u t i u u i i i m 
( ** ) = Host non-adherence t o j o b d e s c r i p t i o n Has 
• e n t i o n e d a s s t a f f doing extra, beyond t he job 
d e s c r i p t i o n . S h o r t f a l l s nere due l a i n l y t o the 
t i t e / p r i o r i t y f a c t o r . 
PAGE 131 
Chapter 5. 
of t h e f u n c t i o n s o f o t h e r s grows w i t h t h e need t o manage 
o t h e r s . I n many schools t h e r e seemed t o be l i t t l e 
o p p o r t u n i t y f o r examining t he j o b d e s c r i p t i o n s o f o t h e r 
s t a f f . I n f a c t few schools had w r i t t e n j o b d e s c r i p t i o n s f o r 
a l l s t a f f . 
The a t t i t u d e s t o j o b d e s c r i p t i o n s were v a r i e d as can be 
seen from t he a s s o c i a t e d comments. Some s t a f f found them t o 
be h e l p f u l g u i d e l i n e s t o p l a c e themselves i n t h e i r r o l e 
w i t h i n t h e school and adhered t o t h e l i s t m e t i c u l o u s l y . 
Others found t h e p r e s c r i p t i o n s t o o v a s t o r i r r e l e v a n t o r t o o 
c o n f u s i n g . 
F i g . 5.Q10. 
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As s t a t e d i n F i g . 5.Q10: "Most non-adherence t o j o b 
d e s c r i p t i o n s was mentioned as s t a f f d o i n g e x t r a , beyond t h e 
j o b d e s c r i p t i o n . S h o r t - f a l l s were due m a i n l y t o t h e 
t i m e / p r i o r i t y f a c t o r . " 
There were those i n s e n i o r management who, on 
appointment, had w r i t t e n t h e i r own j o b d e s c r i p t i o n a l l o w i n g 
them t o use t h e i r t a l e n t s t o f u l l advantage. One sc h o o l had 
g i v e n a l l s t a f f t h e same g e n e r a l j o b d e s c r i p t i o n . W i t h i n 
t h i s , departments and i n d i v i d u a l s were expected t o i n t e r p r e t 
t h e g e n e r a l r e q u i r e m e n t s i n t o p a r t i c u l a r b e h a v i o u r s . 
Some s t a f f i n t e r v i e w e d had never seen any d e s c r i p t i o n o f 
t h e i r p o s t but had merely f o l l o w e d d i r e c t i v e s from 
d e p a r t m e n t a l managers. 
I t may be advantageous t o c o n s i d e r t h e n e g a t i v e comments 
of s t a f f when c o n s i d e r i n g t h e i n t r o d u c t i o n o f t h e 




A study o f t h i s n a t u r e cannot produce p r e s c r i p t i v e 
answers t o th e problems o f management i n s c h o o l s . I t has, 
however, brought t o t h e f o r e v a r i o u s aspects o f t h e 
d i f f e r i n g p e r c e p t i o n s o f management h e l d by those engaged i n 
the school t a s k . To be aware o f t h e range o f d i f f e r e n c e s i n 
comprehension o f t h e school management a c t many h e l p t h e 
manager t o a v o i d problems and b e t t e r use h i s s t a f f i n 
a p p r o p r i a t e s i t u a t i o n s . 
An awareness o f r o l e t h e o r y and th e incumbent's 
p e r c e p t i o n s o f h i s r o l e s e t i s a most v a l u a b l e t o o l f o r any 
manager. I t p r o v i d e s an i n d i c a t i o n o f s a t i s f a c t i o n o r 
d i s c o r d , s u i t a b i l i t y o r d i s f u n c t i o n i n th e r o l e h o l d e r s 
w i t h i n the r e s p o n s i b i l i t y o f t h e manager. To be a b l e t o 
t h i n k i n these terms enables t h e manager t o i s o l a t e cause 
and e f f e c t i n s t a f f performance e v a l u a t i o n . 
The matching o f j o b d e s c r i p t i o n s t o t h e r o l e h o l d e r ' s 
p e r c e p t i o n o f th e j o b i s most i m p o r t a n t , and as has been 
mentioned by s e v e r a l a u t h o r s , t h e r e i s a need f o r c l e a r j o b 
s p e c i f i c a t i o n t o remove r o l e a m b i g u i t y . I t would seem t h a t 
an element o f n e g o t i a t i o n i s d e s i r e d i n the p r o d u c t i o n o f 
j o b d e s c r i p t i o n s , f o r , i f imposed t a s k s l i e beyond t h e 
s u b j e c t ' s 'zone o f i n d i f f e r e n c e ' c o n f l i c t may ensue. 
With r e g a r d t o w r i t t e n j o b s p e c i f i c a t i o n s , agreed o r 
o t h e r w i s e , c o n s i d e r a t i o n must be g i v e n t o t h e o b s e r v a t i o n s 
made i n answer t o q u e s t i o n 10 o f t h e i n t e r v i e w , which make 
r e f e r e n c e t o t h e l i m i t i n g process i m p l i c i t i n j o b 
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d e s c r i p t i o n s . Some s t a f f w i l l s t a y w e l l w i t h i n t h e 
s p e c i f i c a t i o n s , seeing t h e l i s t as boundaries t o t h e i r 
a c t i v i t i e s , i f n o t a maximum e x p e c t a t i o n . The manager must 
always be pr e p a r e d t o o f f e r f l e x i b i l i t y t o those t e a c h e r s 
who have always g i v e n o f t h e i r t i m e f r e e l y , a l l o w i n g them t 
pursue t h e i r i n t e r e s t s i n the knowledge t h a t t h e i r e f f o r t s 
w i l l be v a l u e d e q u a l l y w i t h those p r e s c r i b e d i t e m s . 
'Time t o p e r f o r m d u t i e s ' was a p r o b l e m a t i c f a c t o r which 
came o u t s t r o n g l y from t h e m a j o r i t y o f those i n t e r v i e w e d . 
They found t h a t t h e y were expected t o do t o o many d i f f e r e n t 
t a s k s i n t h e l i m i t e d t i m e a v a i l a b l e . T h i s was mentioned by 
a l l l e v e l s o f s t a f f , from headmaster t o s c a l e 1 t e a c h e r . I 
managing a l l o c a t i o n s o f r e s p o n s i b i l i t i e s and t a s k s t o s t a f f 
i t may be t h a t under t h e new pay s t r u c t u r e s , t h e 'reward' o 
a d d i t i o n a l 'non-contact' time w i l l be more s i g n i f i c a n t and 
e s s e n t i a l t h a n a r e s p o n s i b i l i t y payment. 
The r o l e o f t h e deputy head has been h i g h l i g h t e d as 
d i v e r s e i n n a t u r e , where t h e demands p l a c e d upon t h e 
incumbent are h i g h l y c o l o u r e d by t h e n a t u r e o f t h e 
headmaster. A l t h o u g h t h e r e are many common elements w i t h i n 
the r o l e s p e c i f i c a t i o n s i n v a r i o u s e s t a b l i s h m e n t s i t was 
observed t h a t , o f t e n , t h e r o l e e x p e c t a t i o n s p l a c e d upon t h e 
deputy head were i n s u f f i c i e n t t o match t h e incumbent's 
p e r c e p t i o n o f t h e r o l e . 
I t i s i n t e r e s t i n g t o note t h a t t h e new c o n d i t i o n s o f 
s e r v i c e have done l i t t l e t o c l a r i f y t h e Deputy's r o l e o t h e r 
t h a n t o emphasise t h e i n f l u e n c e o f t h e headmaster. 
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A person a p p o i n t e d deputy head t e a c h e r i n a 
s c h o o l , i n a d d i t i o n t o c a r r y i n g out t h e 
p r o f e s s i o n a l d u t i e s o f a school t e a c h e r , 
i n c l u d i n g those d u t i e s p a r t i c u l a r l y assirgned t o 
him by t h e head t e a c h e r , s h a l l -
1) a s s i s t t h e head t e a c h e r i n managing the 
sc h o o l o r such p a r t o f i t as may be determined by 
the head t e a c h e r ; 
2) undertake any p r o f e s s i o n a l d u t y o f t h e head 
t e a c h e r which may be d e l e g a t e d t o him by t h e head 
t e a c h e r ; 
3) u n d e r t a k e , i n t h e absence o f t h e head 
t e a c h e r and t o t h e e x t e n t r e q u i r e d by him or h i s 
employers, t he p r o f e s s i o n a l d u t i e s o f t h e head 
t e a c h e r ; 
4) be e n t i t l e d t o a break o f reasonable l e n g t h 
i n t h e course o f each s c h o o l day. (44) 
Concern has been noted i n t h e o b s e r v a b l e 
p a s t o r a l / a c a d e m i c d i v i d e which i s becoming e s t a b l i s h e d i n 
t h e p e r c e p t i o n s o f many s t a f f . There i s no doubt as t o t h e 
a d m i n i s t r a t i v e v a l u e o f s e t t i n g up an o r g a n i s a t i o n a l o n g t h e 
l i n e s o f the caring/demanding elements o f t h e s c h o o l . 
However, when s t a f f see themselves on one s i d e o r o t h e r o f 
t h i s d i v i d e , t h e v e r y system t h a t was c r e a t e d t o e s t a b l i s h 
cohesion i n t h e c u r r i c u l u m f o r p u p i l s , becomes the v e h i c l e 
o f d i v i s i o n amongst s t a f f . Every e f f o r t must be made t o 
minimise or remove t h e view t h a t s t a f f belong t o one camp or 
t h e o t h e r . I n many r e s p e c t s t h e p a s t o r a l system has become 
an arm o f s c h o o l a d m i n i s t r a t i o n and, as such, many s t a f f 
f e e l i t has no r e l a t i o n s h i p t o t h e e d u c a t i o n a l processes. 
Management must l o o k t o t h e r e - i n t e g r a t i o n o f p a s t o r a l 
w e l f a r e i n t o t h e s u b j e c t areas b e f o r e a new g e n e r a t i o n o f 
t e a c h e r s are t r a i n e d i n t o one or o t h e r t r a d i t i o n . 
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The work of W h a r r i e r e t a l . showed t h e d u t i e s o f the 
p a s t o r a l s t a f f t o be more c l o s e l y l i n k e d t o those o f t o p 
management t h a n were the d u t i e s o f d e p a r t m e n t a l s t a f f . 
Could t h i s have i m p l i c a t i o n s f o r t h e r e c r u i t m e n t o f s e n i o r 
s t a f f i n schools? Are d e p a r t m e n t a l heads a t an e x p e r i e n t i a l 
d isadvantage when compared t o p a s t o r a l s t a f f ? 
W h i l s t c o n s i d e r i n g p o t e n t i a l r e c r u i t s t o management 
p o s i t i o n s t h e need f o r a p p r o p r i a t e t r a i n i n g , t o develop t h e 
awareness and t h e s k i l l s r e q u i r e d f o r t h e h i g h e r l e v e l s o f 
management, was mentioned, i n t h e g e n e r a l comments o f s t a f f , 
as an apparent need. T r a i n i n g courses i n school management 
awareness and processes would g i v e e q u a l o p p o r t u n i t y t o 
s u b j e c t based t e a c h e r s . Even i f p r o m o t i o n were n o t t o 
f o l l o w such courses, an awareness o f t h e c o n s i d e r a t i o n s o f 
management would l e a d t o b e t t e r r e l a t i o n s h i p s i n r u n n i n g t h e 
s c h o o l . 
The need f o r i n v o l v e m e n t i n d e c i s i o n making was expressed 
by many s t a f f as a cause f o r concern. A s t r o n g d e s i r e t o be 
i n v o l v e d i n t h e management of t h e s c h o o l , e i t h e r d i r e c t l y o r 
i n d i r e c t l y v i a c o n s u l t a t i o n , has been expressed by many 
w r i t e r s as w e l l as those i n v o l v e d i n t h i s survey. I n t h e 
scho o l s v i s i t e d many s t a f f f e l t t h a t t h e y were c o n s u l t e d and 
i n v o l v e d i n some way i n the p o l i c y making o f t h e s c h o o l , 
a l t h o u g h t h e r e were s t i l l some a u t o c r a t i c heads d i r e c t i n g 
t h e i r s t a f f s . 
On t h i s note i t i s w o r t h r e f e r r i n g t o t h e r e p l i e s t o 
q u e s t i o n 3 r e g a r d i n g l e a d e r s h i p . School management must be 
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aware of t h e e x i s t e n c e of s t r o n g l e a d e r s h i p q u a l i t i e s a t a l l 
l e v e l s . To i g n o r e t h i s , or worse t o suppress i t w i l l s t i f l e 
an o t h e r w i s e v a l u a b l e a s s e t a v a i l a b l e t o t h e s c h o o l . The 
management of f e l l o w p r o f e s s i o n a l s who are as m o t i v a t e d , as 
i n t e l l i g e n t and as capable of l e a d e r s h i p as those d o i n g the 
managing ( i f not more so i n each case!) must be done w i t h 
f u l l r e c o g n i t i o n o f these q u a l i t i e s . Every e f f o r t must be 
made t o n u r t u r e and ' t r a i n - o n ' t h e t a l e n t s o f c o l l e a g u e s , 
even i f t h e b e n e f i t s are l o s t t o o t h e r s c h o o l s . 
I t i s hoped t h a t i n t r a i n i n g s t a f f e i t h e r - by way o f INSET 
courses or o t h e r w i s e , t h e t r a i n i n g e f f e c t w i l l r a i s e t h e 
awareness o f s t a f f t o a h i g h e r l e v e l , g i v i n g them an 
improved p e r c e p t i o n o f s c h o o l a c t i v i t i e s , problems and t h e 
management. Diagram f i g . 5.9 used t o amended f i g . 5.3 shows 
t h e p o s s i b l e broadening o f p e r c e p t i o n s b r o u g h t about by 
t r a i n i n g . 
The move towards t h e b l u r r i n g o f s u b j e c t b o u n d a r i e s , t h e 
merging o f departments i n t o f a c u l t i e s and c r o s s - s u b j e c t 
t e a c h i n g by s t a f f are a l l moves toward a w i d e n i n g o f t h e 
p e r c e p t i o n s t h a t s t a f f h o l d r e g a r d i n g s c h o o l and e d u c a t i o n 
i n g e n e r a l . 
Perhaps one of t h e most c o n t e n t i o u s i s s u e s which came 
from the i n t e r v i e w s and t h e r e s e a r c h i n t o deputy headship 
r o l e s i s t h a t o f a c o m p a r a t i v e l a c k o f women i n management, 
and/or t h e s t e r e o t y p i n g o f females when i n r o l e . 
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F i g . 5.9. 
DESIRED MODIFICATIONS TO F I G . 
A 4 & 
Improved v i e w p o i n t 
p r o d u c e d by t r a i n i n g 
Improved b r e a d t h o f v i s i o n 
R e d u c t i o n o f s u b j e c t b o u n d a r i e s e.g. by 
c r o s s - c u r r i c u l a r t e a c h i n g and a 
movement t o F a c u l t i e s 
y / y 
V / / 
R e d u c t i o n and p o s s i b l e e l i m i n a t i o n o f 
The PASTORAL/ACADEMIC d r v i d e 
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The 'Equal O p p o r t u n i t i e s ' l e g i s l a t i o n has 1 had t he e f f e c t 
of r e d u c i n g t h e p r o m o t i o n p r o s p e c t s o f women t o t h e Deputy 
Head and Senior M i s t r e s s l e v e l s . I n those schools v i s i t e d 
th e d e c l i n e i n t h e number of females i n t o p management was 
marked. One sc h o o l went so f a r as t o c r e a t e a 'women's 
group' t o f i g h t t h e apparent i n j u s t i c e . 
I t was mentioned, by b o t h sexes, t h a t women l a c k t he 
d r i v e t o seek p r o m o t i o n . Perhaps managers i n sc h o o l should 
t a k e t h i s t o h e a r t , w h i l s t n o t p o s i t i v e l y d i s c r i m i n a t i n g i n 
f a v o u r o f women i n t h e p r o m o t i o n s t a k e s , and develop some 
p o l i c y o f s u p p o r t and encouragement f o r s u i t a b l e c a n d i d a t e s . 
The importance o f t h e p o s i t i o n o f a female manager as a r o l e 
model f o r t h e p u p i l s was mentioned s e v e r a l times d u r i n g t he 
course o f the r e s e a r c h , and i f we are t o o f f e r equal 
o p p o r t u n i t y t o our p u p i l s we must o f f e r them s i g h t o f equal 
p a r t i c i p a t i o n . 
Many o f the f a c t o r s mentioned may be f a m i l i a r t o the 
read e r . I t i s hoped t h a t t h e r e c o g n i t i o n o f these as common 
t o t h e ex p e r i e n c e o f o t h e r s i n e d u c a t i o n w i l l h i g h l i g h t 
t h e i r importance. 
To be aware o f t h e ' t e r r a i n ' o f management and t h e 
e x i s t e n c e o f l i m i t e d views i n o t h e r s w i l l enable t he 
managers t o h e l p 'cast t h e s c a l e s from t h e eyes' o f t h e i r 




MANAGEMENT AND THE PROFESSIONAL 
The word ' P r o f e s s i o n a l ' i s r e g u l a r l y a p p l i e d t o the 
educator and most who are i n t h e realms o f e d u c a t i o n would 
h o l d d e a r l y t o t h e i d e a t h a t we are indeed p r o f e s s i o n a l s . 
That t e a c h i n g i s an o c c u p a t i o n w i t h a h i g h p o t e n t i a l 
s o c i a l v a l u e i s un q u e s t i o n e d . The e f f e c t i v e t e a c h e r 
can v i t a l l y i n f l u e n c e f o r b e t t e r t h e l i v e s o f a d u l t 
c i t i z e n s o f tomorrow. ( 1 ) 
T h i s p e r c e p t i o n o f t h e t e a c h e r ' s r o l e and s t a t u s i n 
s o c i e t y has l e d t o much d i s s a t i s f a c t i o n when c o n d i t i o n s o f 
s e r v i c e and s a l a r i e s are compared w i t h t h e r e c o g n i s e d 
p r o f e s s i o n s o u t s i d e o f e d u c a t i o n . The problems do not stop 
t h e r e . For, w i t h i n t h e e d u c a t i o n a l system i t s e l f , t h e use 
o f t he word ' p r o f e s s i o n a l ' has g i v e n r i s e t o much c o n f l i c t 
and m i s u n d e r s t a n d i n g . 
Perhaps t h e r o o t o f t h e problem was mentioned e a r l i e r i n 
t h i s work when r e f e r r i n g t o d e f i n i t i o n s o f t e r m i n o l o g y f o r 
t h e o r y . That i s , people are u s i n g d i f f e r i n g d e f i n i t i o n s o f 
t h e word. Some merely see t h e classroom t a s k as t h e 
q u a l i f y i n g r e q u i r e m e n t t o be a p r o f e s s i o n a l : " I am a t e a c h e r 
t h e r e f o r e I am a p r o f e s s i o n a l " . Others see a p r o f e s s i o n a l 
as one who gets a ' p r o f e s s i o n a l ' r a t e o f pay f o r a l l 
s e r v i c e s rendered: " I f an acco u n t a n t had spent 'x' hours 
doing e x t r a work he would have charged 'y' pounds." S t i l l 
o t h e r s use t h e word p r o f e s s i o n t o cover some e v a n g e l i c a l 
c a l l i n g , which r e q u i r e s much s u f f e r i n g and h a r d s h i p b e f o r e 
i t becomes wo r t h y o f i t s name. 
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I t i s l i t t l e wonder t h a t c o n f u s i o n r e i g n s . There e x i s t , 
however, s a t i s f a c t o r y , agreed d e f i n i t i o n s o f a p r o f e s s i o n 
which must become a s t a r t i n g p o i n t f o r any debate or 
d i s c u s s i o n u s i n g t h e word. One American o r g a n i s a t i o n 
suggests e i g h t c r i t e r i a f o r a p r o f e s s i o n : 
1. A p r o f e s s i o n i n v o l v e s a c t i v i t i e s e s s e n t i a l l y 
i n t e l l e c t u a l . 
2. A p r o f e s s i o n commands a body o f s p e c i f i c knowledge. 
3. A p r o f e s s i o n r e q u i r e s extended p r o f e s s i o n a l (as 
c o n t r a s t e d w i t h s o l e l y g e n e r a l ) p r e p a r a t i o n . 
4. A p r o f e s s i o n demands c o n t i n u o u s i n - s e r v i c e g r o w t h . 
5. A p r o f e s s i o n a f f o r d s a l i f e c a r e e r and permanent 
membership. 
6. A p r o f e s s i o n s e t s up i t s own standards 
7. A p r o f e s s i o n e x a l t s s e r v i c e above p e r s o n a l g a i n . 
8. A p r o f e s s i o n has a s t r o n g , c l o s e l y k n i t , 
p r o f e s s i o n a l o r g a n i s a t i o n . ( 2 ) 
F l e x n e r produces s i x c r i t e r i a f o r t h e p r o f e s s i o n s : 
1. They i n v o l v e e s s e n t i a l l y i n t e l l e c t u a l o p e r a t i o n s 
w i t h l a r g e i n d i v i d u a l r e s p o n s i b i l i t y . 
2. They d e r i v e t h e i r raw m a t e r i a l from s c i e n c e and 
l e a r n i n g . 
3. They work up t h i s m a t e r i a l t o a p r a c t i c a l and 
d e f i n i t e end. 
4. They possess an e d u c a t i o n a l l y communicable 
t e c h n i q u e . 
5. They t e n d t o be s e l f o r g a n i s a t i o n s . 
6. They become i n c r e a s i n g l y a l t r u i s t i c i n m o t i v a t i o n . 
(3) 
The two l i s t s p r o v i d e us w i t h a f a i r consensus o f 
o p i n i o n , a l t h o u g h d i f f e r e n t l y expressed. Few o u t s i d e r s o r 
s e l f p r o f e s s e d p r o f e s s i o n a l s would deny t h e observed 
c r i t e r i a . 
The f a c t o r s p u t f o r w a r d may be a suggested l i s t on which 
p r o f e s s i o n s are b u i l t , o r perhaps t h e y are viewed as a 
min i m a l r e q u i r e m e n t b e f o r e any t r a d e may be deemed a 
p r o f e s s i o n . I f t h e l a t t e r i s t h e case th e n s a d l y t e a c h e r s 
i n England and Wales are not y e t t r u e p r o f e s s i o n a l s s i n c e 
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our t e a c h i n g f o r c e does n o t y e t q u a l i f y on t h e grounds o f 
not having a s e l f g o v e r n i n g body. 
Teachers have r e c o g n i s e d t h e need f o r such a body f o r 
many years b u t , as y e t , have f a i l e d t o convince t h e 
government t o r e l i n q u i s h c o n t r o l over t h e t e a c h i n g f o r c e . 
Prompted by t h e A s s o c i a t i o n (N.A.S.), t h e Government 
i n J u l y 1969 agreed t o s e t up a w o r k i n g p a r t y t o 
f o r m u l a t e p r o p o s a l s f o r t h e e s t a b l i s h m e n t of a c o u n c i l 
t h r o u g h which t e a c h e r s i n England and Wales c o u l d 
e x e r c i s e a measure o f s e l f - g o v e r n m e n t . The w o r k i n g 
p a r t y , on which a l l the r e c o g n i s e d t e a c h e r 
o r g a n i s a t i o n s were r e p r e s e n t e d , produced the Weaver 
Report i n February 1970 which, i n the words o f t h e t h e n 
S e c r e t a r y o f S t a t e , Edward S h o r t , " r e f l e c t e d t h e 
t e a c h i n g p r o f e s s i o n ' s w i s h f o r a degree o f 
s e l f - g o v e r n m e n t . .." . 
... Edward S h o r t ' s successor, Margaret T h a t c h e r , 
i n s i s t e d t h a t she would n o t implement t h e r e p o r t . . . 
(Due t o disagreement between u n i o n s on t h e a l l o c a t i o n 
o f s e a ts on t h e c o u n c i l . ) ... Subsequently a number of 
u n s u c c e s s f u l a t t e m p t s were made d u r i n g t h e mid 
s e v e n t i e s and e a r l y e i g h t i e s t o r e v i v e i n t e r e s t i n t h e 
f o r m a t i o n o f a c o u n c i l . ( 4 ) 
Almost t w e n t y years on from t h e moves t h a t l e d t o t h e 
Weaver Report, t e a c h e r s are no n e a r e r t h e p o s i t i o n o f h a v i n g 
a Teaching C o u n c i l . I n s t e a d o f t h e p r o f e s s i o n p o l i c i n g 
i t s e l f on s t a n d a r d s and e t h i c s , many t e a c h e r s ' o r g a n i s a t i o n s 
are a d o p t i n g a d e f e n s i v e stance on b e h a l f of t h e i r members 
a g a i n s t t h e s t a t e m e n t s o f a d m i n i s t r a t o r s and p o l i t i c i a n s who 
wish t o weed out t h e p o o r e r t e a c h e r s . I t i s t o be hoped 
t h a t t h e most r e c e n t move t o e s t a b l i s h a Teaching C o u n c i l 
w i l l reduce such p o s t u r i n g f o r t h e c o n t r o l o f standards w i l l 
be w i t h t e a c h e r s themselves. 
The s u b j e c t i s complex and i t s elements need t o be 
b r o u g h t t o g e t h e r i n a p u b l i s h e d code o f p r a c t i c e ... 
W i t h an e s t a b l i s h e d management system, a code o f 
p r o f e s s i o n a l p r a c t i c e and f u l l y u n d e r s t o o d 
a c c o u n t a b i l i t y , t h e p r o f e s s i o n s h o u l d command a j u s t 
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reward f o r i t s s e r v i c e . No s t r i k e agreements c o u l d be 
i n v e s t i g a t e d and an a p p r o p r i a t e pay re v i e w body be 
e s t a b l i s h e d t o ensure s a l a r y awards are i n keeping w i t h 
t h e maintenance o f p r o f e s s i o n a l s t a n d a r d s . ( 5 ) 
W i t h such a c o u n c i l t h e r e would be no need f o r t h e 
d e f e n s i v e p o s t u r i n g a g a i n s t o u t s i d e r s . I t would be i n t h e 
t e a c h e r s ' own i n t e r e s t t o m a i n t a i n a h i g h p r o f e s s i o n a l 
s t a n d a r d . 
Does t e a c h e r b e h a v i o u r become a q u a l i f i c a t i o n ? There 
must be a pr o p e r t e a c h e r - c l i e n t r e l a t i o n s h i p . ( 6 ) 
Do we n o t have t h i s a l r e a d y ? I f not i n p r a c t i c e , t h e n i t 
e x i s t s i n t h e minds o f many p r a c t i t i o n e r s . B a r r y and Tye 
s t a t e d i n 1972 t h a t : 
... we sho u l d expect a l l members o f s t a f f t o be 
embarrassed by, and t o accept a measure o f 
r e s p o n s i b i l i t y f o r , any i n d i v i d u a l c o n t r i b u t i o n t o t h e 
scho o l ' s t o t a l t e a c h i n g e x p e r t i s e which f e l l below an 
ac c e p t a b l e s t a n d a r d , j u s t as th e y would expect t o 
r e j o i c e and share i n every i n d i v i d u a l t e a c h i n g success. 
(7) 
S t i n n e t t and Huggett r e c o g n i s e d t h e same i n 1963 but 
acknowledged t h e d i f f i c u l t y f a c e d by t h e t e a c h i n g 
p r o f e s s i o n ' s l a c k o f any g o v e r n i n g p r o f e s s i o n a l body: 
... a c l e a r mark o f t h e acknowledged p r o f e s s i o n s i s 
the tendency t o f i x and e n f o r c e t h e sta n d a r d s under 
which members are a d m i t t e d t o and c o n t i n u e i n p r a c t i c e . 
... t h e t e a c h i n g p r o f e s s i o n has found i t more 
d i f f i c u l t t o observe t h i s t h a n have most of t h e o t h e r 
p r o f e s s i o n s ... 
... The p r o f e s s i o n s have t h e o b l i g a t i o n t o p r o t e c t 
t h e i r members a g a i n s t u n j u s t t r e a t m e n t and t o 
d i s c i p l i n e those who are g u i l t y o f incompetence o r o f 
u n e t h i c a l conduct. ( 8 ) 
I t would seem t h a t even w i t h o u t a General Teaching 
C o u n c i l (GTC), t e a c h i n g i s regarded w i d e l y as an e s t a b l i s h e d 
p r o f e s s i o n i n which st a n d a r d s and e x p e c t a t i o n s , b o t h from 
w i t h i n t h e p r o f e s s i o n and o u t s i d e , are h i g h . However, 
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Jenson and C l a r k w r i t i n g i n America, i n 1964, i n d i c a t e d what 
the y see as m inimal c h a r a c t e r i s t i c s o f a p r o f e s s i o n and g i v e 
a n o t i o n o f an 'advanced p r o f e s s i o n a l ' . 
... Minimal c h a r a c t e r i s t i c s o f a p r o f e s s i o n i n c l u d e a 
d e f i n i t e s p e c i a l i s e d body o f knowledge and s k i l l s , a 
p r e s c r i b e d p r e - s e r v i c e p r e p a r a t i o n program, l e g a l 
s a n c t i o n s f o r p r a c t i t i o n e r s , an e t h i c a l code, and a 
system o f s e l f p o l i c i n g by members i n the p r o f e s s i o n . 
Advanced p r o f e s s i o n s have i n s t i t u t e d p r o f e s s i o n a l 
s t a n d a r d s , s p e c i f i c r e q u i r e m e n t s i n p r e - s e r v i c e and 
i n - s e r v i c e t r a i n i n g , a c c r e d i t a t i o n o f t r a i n i n g 
i n s t i t u t i o n s , p r o f e s s i o n a l o r g a n i s a t i o n s a t s t a t e and 
n a t i o n a l l e v e l s , and c o o p e r a t i v e i n v o l v e m e n t o f 
p r a c t i t i o n e r s i n r e s e a r c h , c o n t r i b u t i n g t o p r o f e s s i o n a l 
l i t e r a t u r e and p r e p a r a t i o n programs. ( 9 ) 
Under t h e i r m i n i m a l r e q u i r e m e n t s , t h e l a c k o f a GTC would 
exclude t e a c h e r s ( f r o m England and Wales) from t h e 
p r o f e s s i o n a l d e f i n i t i o n . Yet, moving t o t h e i r d e f i n i t i o n 
f o r t he advanced p r o f e s s i o n a l , i t may be f e l t t h a t a l l 
r e q u i r e m e n t s are p r e s e n t i n t h e e d u c a t i o n a l w o r l d . At l e a s t 
t h e r e i s t h e w i l l t o develop these i d e a s . C o n s t r a i n t s , 
however, e x i s t by t h e v e r y n a t u r e o f t h e o u t s i d e c o n t r o l o f 
e d u c a t i o n and t e a c h i n g i n t h i s c o u n t r y . 
Problems posed t o management by t h e n o t i o n o f t h e 
p r o f e s s i o n a l can s p r i n g from those s i n g u l a r i n t e r p r e t a t i o n s 
expressed e a r l i e r i n t h e c h a p t e r , b u t more o f t e n , come from 
t h e b e l i e f t h a t t e a c h e r s are a l l equal p r o f e s s i o n a l s and 
t h a t t h e head i s merely 'primus i n t e r p ares'. Where does 
t h i s p l a c e middle managers i n schools? We hear l i t t l e o f 
'secundus' or ' t e r t i u s i n t e r p a r e s * . Many s t a f f confuse 
be i n g an equal p r o f e s s i o n a l w i t h e q u a l i t y of managerial 
power and r e s p o n s i b i l i t y . O f t e n i n s t r u c t i o n s , or even 
s u g g e s t i o n s , are met w i t h a r e l u c t a n t response, as such 
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d i r e c t i o n i s o f t e n viewed as an a t t a c k on t h e competence and 
p r o f e s s i o n a l i t y o f some s t a f f . 
Teachers, t r a d i t i o n a l l y , have a h i g h degree o f autonomy 
and r e s p o n s i b i l i t y f o r t h e i r c l i e n t s . W i t h i n the o f t e n 
b u r e a u c r a t i c management s t r u c t u r e s t h e n o t i o n o f t h e equal 
p r o f e s s i o n a l seems t o throw up areas o f i n c o m p a t a b i l i t y . 
However, Musgrove found: 
The l a r g e and r u l e r e g u l a t e d comprehensive s c h o o l 
o f f e r s a q u a l i f i e d t e a c h e r incomparably g r e a t e r power 
and d i g n i t y t h a n was p o s s i b l e even f o r a Fe l l o w o f t h e 
Royal S o c i e t y - and t h e r e were many such - who worked 
as a p r i v a t e t u t o r i n an e i g h t e e n t h c e n t u r y household. 
I t i s t r u e t h a t we have no f o o l p r o o f b u r e a u c r a t i c 
d e v i c e which w i l l e n t i r e l y n e u t r a l i s e t h e t o p man who 
i s a b u l l y ; but t e a c h e r s are no l o n g e r a s e r v i l e r a c e ; 
bureaucracy has been t h e i r s a l v a t i o n . (10) 
I t would seem from t h i s t h a t t h e t e a c h e r i s a b l e t o f i n d 
e x p r e s s i o n f o r h i s p r o f e s s i o n a l r e s p o n s i b i l i t y j u s t as 
e a s i l y ( i f n o t b e t t e r ) i n a h i g h l y s t r u c t u r e d o r g a n i s a t i o n 
as he can i n a s i t u a t i o n where d e m o c r a t i c p a r t i c i p a t i o n i s 
t h e norm. 
W h i l s t a c c e p t i n g t h e ' l o c a l i s e d independence' and s t a t u s 
o f p o s i t i o n o f f e r e d by t h e b u r e a u c r a t i c system, many s t a f f 
a re wary of b u r e a u c r a t i c c o n t r o l and e v a l u a t i o n s r e q u i r e d by 
such a system. The move toward f o r m a l a p p r a i s a l o f t e a c h e r s 
has caused i n d i v i d u a l s and some o r g a n i s a t i o n s t o be i l l a t 
ease. I t would appear t h a t s t a f f are e i t h e r i n s e c u r e i n 
t h e i r own p r o f e s s i o n a l c a p a b i l i t i e s o r d o u b t f u l o f the 




When i t comes t o s t a f f assessment t h e r e i s a g r e a t 
d e a l o f h e s i t a t i o n and s u s p i c i o n . ... 
... The t r a d i t i o n a l p h i l o s o p h y o f 'primus i n t e r pares' 
... has developed an e c c e n t r i c o f f s h o o t which suggests 
t h a t any a t t e m p t a t s t a f f assessment i s , a t i t s b e s t , 
s t r i c t l y u n p r o f e s s i o n a l , arid, a t i t s w o r s t , almost 
i n d e c e n t and improper. (11) 
T r u s t must be e s t a b l i s h e d between f e l l o w p r o f e s s i o n a l s . 
There must be an opening o f classrooms t o o b s e r v e r s ; b o t h 
peers and those deemed ' s u p e r i o r s ' . The p r o f e s s i o n a l , 
s k i l l e d t e a c h e r has n o t h i n g t o f e a r from a p p r a i s a l . 
I n many areas, where p i l o t schemes o f a p p r a i s a l are 
t a k i n g p l a c e , t h e emphasis i s bei n g p l a c e d upon p r o f e s s i o n a l 
development and c a r e e r needs r a t h e r t h a n on a q u a n t i t a t i v e 
or q u a l i t a t i v e a n a l y s i s o f classroom p r a c t i c e . 
A p p r a i s a l must aim t o i n c r e a s e p r o f e s s i o n a l i s m and be 
the s p r i n g b o a r d f o r development. I t must aim t o 
analyse t he work o f the i n d i v i d u a l t e a c h e r i n o r d e r t o 
f a c i l i t a t e t h e development o f t h e i r p o t e n t i a l and 
encourage s t a f f t o view r e a l i s t i c a l l y t h e i r work and 
c a r e e r p r o s p e c t s w i t h i n t h e sch o o l and beyond. (12) 
I t i s t h e needs of t h e member o f s t a f f w hich w i l l be 
sought, n o t an o p p o r t u n i t y f o r m u t u a l , d e s t r u c t i v e 
c r i t i c i s m . 
S t a f f must be aware t h a t t h e move t o a f o r m a l a p p r a i s a l 
system can o n l y be of b e n e f i t t o them; f i r s t l y i n making the 
head ( o r a p p r a i s e r ) aware o f t h e i r p r o f e s s i o n a l needs and 
a s p i r a t i o n s ; secondly i n removing t h e ad-hoc arrangements 
c u r r e n t l y i n p r a c t i c e , w h e r e i n t h e head's o p i n i o n s o f a 
s t a f f member, h i s a b i l i t y , a s p i r a t i o n s and i n t e r e s t s are 
o f t e n gleaned second hand from d e p u t i e s o r o t h e r b r i e f 
e n counters and o b s e r v a t i o n s . 
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The development of p r o f e s s i o n a l t r u s t i s o f prime 
importance t o t h e management o f s c h o o l s . I f t h e r e i s t o be 
an opening o f t h e a t t i t u d e s o f s t a f f t o e d u c a t i o n a l t r e n d s , 
i n b o t h method and c o n t e n t , s t a f f must be prepared t o accept 
o t h e r ' s o p i n i o n s and t o ta k e p a r t themselves i n t h e c r e a t i o n 
of t h e new environment. 
A move from t h e i s o l a t e d s u b j e c t t e a c h e r towards one who 
sees and p r a c t i c e s i n t e g r a t i o n o f l e a r n i n g must be matched 
w i t h a move t o i n v o l v e , where p o s s i b l e , s t a f f i n ma n a g e r i a l 
c o n s i d e r a t i o n s o f t h e i n s t i t u t i o n . 
Among t e a c h e r s , p r o f e s s i o n a l autonomy has sometimes 
come t o mean p r o f e s s i o n a l i s o l a t i o n . 
... The t e a c h e r has a h i g h degree o f autonomy i n t h e 
classroom b u t a low degree o f i n t e r a c t i o n w i t h o t h e r 
t e a c h e r s , e i t h e r a t t h e l e v e l o f day-to-day t e a c h i n g o r 
a t t h e l e v e l o f d e c i s i o n - m a k i n g r e g a r d i n g t h e 
e d u c a t i o n a l p o l i c i e s o f t h e s c h o o l . (13) 
Goodhead suggests j o b r o t a t i o n as a p o s s i b l e avenue f o r 
development: 
I n emphasising t h e v a l u e o f j o b r o t a t i o n ... Both 
' p a r t n e r s h i p ' and j o b r o t a t i o n can l e a d n o t o n l y t o a 
wider a c q u i s i t i o n o f ex p e r i e n c e by t h e deputy head b u t 
a l s o t o i n c r e a s e d j o b s a t i s f a c t i o n and g r e a t e r 
e f f e c t i v e n e s s o f school aims. Consequently b o t h 
concepts are d i r e c t l y r e l a t e d t o t h e p r o f e s s i o n a l 
development o f s e n i o r s t a f f , and t h e development o f 
o r g a n i s a t i o n a l e f f e c t i v e n e s s w i t h i n t h e s c h o o l . (14) 
C u r r i c u l u m r e a p p r a i s a l has been most e f f e c t i v e i n 
schools where t e a c h e r s were encouraged by t h e head t o 
take p a r t i n i t s management and t o c o n t r i b u t e t o t h e 
o v e r a l l t h i n k i n g . D u r i n g t h e e n q u i r y some schools 
developed p a r t i c i p a t i v e management p a t t e r n s and these 
s u b s t a n t i a l l y changed t h e ' s t y l e ' o f l e a d e r s h i p w i t h i n 
t h e s c h o o l . Where deputy heads or o t h e r s e n i o r members 
of s t a f f were i n v o l v e d i n t h e t h i n k i n g and p l a n n i n g , 
and where t h e y were g i v e n r e s p o n s i b i l i t y ... i t was 
n o t i c a b l y b e n e f i c i a l . (15) 
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W h i l s t t h e quotes r e f e r t o s e n i o r s t a f f , t h e r e i s no 
son t o suspect t h a t such p r a c t i c e s would n o t a l s o be of 
rea 
b e n e f i t f o r t h e whole s t a f f , 
t h e d e c i s i o n making and p o l i c y 
do much t o enhance t h e f e e l i n g 
p r o f e s s i o n a l . Such a move may 
For, t o i n v o l v e the s t a f f i n 
f o r m a t i o n o f t h e s c h o o l w i l l 
o f being a v a l u e d 
h e l p remove t h e "them and us" 
a t t i t u d e h e l d by s t a f f who see t h e s e n i o r management as t h e 
bosses and themselves as the workers. 
... Gibson (1980) ... u s i n g an i n d u s t r i a l analogy, 
he s t a t e s ; 
"... p a r t i c u l a r l y i n secondary e d u c a t i o n heads and 
s e n i o r s t a f f have become c l e a r l y i d e n t i f i e d as 
p e r f o r m i n g a 'management' f u n c t i o n ... Thus, t h e r e has 
been i n s c h o o l s an i n c r e a s i n g awareness o f t h e 
'management - worker' d i s t i n c t i o n . A s m a l l group, 
c o m p r i s i n g t h e head and some s e n i o r s t a f f are seen as 
management, and t h e classroom t e a c h e r s are t h e 
s h o p - f l o o r w o r k e r s . Such e x p r e s s i o n s as 'the 
c h a l k - f a c e ' suggests the r e a l i t y o f t h i s d i f f e r e n c e . " 
(16) 
I n a d d r e s s i n g t h e w i l l i n g n e s s t o p a r t i c i p a t e i n j o b 
r o t a t i o n or a d e m o c r a t i c form o f c o n s u l t a t i o n , t h e manager 
must be aware o f t h e e n t renched n a t u r e o f a t t i t u d e s i n many 
o f t h e i r s t a f f - n o t l e a s t those who h o l d minor management 
p o s i t i o n s . He must r e c o g n i s e t h e sense of possessiveness 
and ownership o f a f i e l d o f i n f l u e n c e which i s o f t e n guarded 
w i t h g r e a t v i g o u r . Bob Moon makes t h i s p o i n t : 
Some o f the t e a c h e r s occupying t h e upper echelons o f 
t h e s c h o o l ' s h i e r a r c h y were t h r e a t e n e d by t h e 
e g a l i t a r i a n i s m o f t h e team i d e a as w e l l as t h e 
d i m i n u t i o n o f d e p a r t m e n t a l empires. (17) 
W h i l s t we may view t h e p r o p o s i t i o n o f democracy, 
f l e x i b i l i t y and openness i n management as a d e s i r a b l e 
management f o r m a t , we must bear i n mind t h e need t o t a k e a l l 
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s t a f f w i t h us along t h i s p a t h . Moves toward t h i s f o r m a t 
must be a s s o c i a t e d w i t h much c o n s i d e r a t i o n f o r t h e n a t u r e o f 
th e t e a c h e r - p r o f e s s i o n a l , who has f o r years worked as an 
independent, y e t a s s o c i a t e d u n i t w i t h i n t h e s c h o o l . 
B a r r y and Tye ( a ) have r e f e r r e d t o t h e need f o r t h e 
head t o m a i n t a i n h i s a u t h o r i t y i n d e c i s i o n making, 
Morgan and Turner ( b ) have drawn a t t e n t i o n t o t h e d u a l 
need of s a t i s f y i n g modern democratic t r e n d s and 
pr o d u c i n g t h e b e s t q u a l i t y o f d e c i s i o n . While John ( c ) 
has emphasised t h e p r o f e s s i o n a l and p e r s o n a l 'needs' of 
i n d i v i d u a l s . (18) 
The d e c i s i o n a l l y d e p r i v e d ... t e a c h e r s tended t o be 
found among the younger males t e a c h i n g i n secondary 
s c h o o l s . Older females t e a c h i n g i n el e m e n t a r y s c h o o l s , 
on t h e o t h e r hand, tended t o e x p e r i e n c e b o t h d e c i s i o n a l 
s a t u r a t i o n and h i g h e s t l e v e l s o f s a t i s f a c t i o n . (19) 
Many t e a c h e r s see inv o l v e m e n t i n school or d e p a r t m e n t a l 
d e c i s i o n making as an e s s e n t i a l p a r t o f t h e i r p r o f e s s i o n a l 
development and an a i d t o t h e p r o m o t i o n a l p r o s p e c t s . 
The dilemma f a c e d by management i s t h a t n o t a l l s t a f f are 
so m o t i v a t e d . To ask some t e a c h e r s t o be i n v o l v e d i n t h e 
broader, 'school-wide' i s s u e s may be t o impose on them a 
burden which t h e y p e r c e i v e as unwelcome. S t i l l worse, t h e 
re q u e s t t h a t some o t h e r s t a f f may t a k e an i n t e r e s t o r some 
i n f l u e n c e i n a t e a c h e r ' s domain, may be seen as a s l i g h t on 
t h a t t e a c h e r ' s competence. 
The l a s t statement may p r o j e c t an image o f i n s e c u r i t y and 
s e l f consciousness amongst many s t a f f members. T h i s may 
w e l l be so, f o r many t e a c h e r s have shown themselves t o be 
r e l u c t a n t t o undergo s c r u t i n y by o t h e r a d u l t s : some do n o t 
l i k e h a v i n g s t u d e n t s t o observe l e s s o n s ; H.M.I, i n s p e c t i o n s 
are a nightmare t o o t h e r s and t h e r e s i s t a n c e t o f o r m a l 
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F i g . 6.1. 
**VIEWS ON MUTUAL LESSON OBSERVATION** 
E x t r a c t from t a b l e p.24 7. 
"Teachers T a l k i n g " , by T. Gibson (1 9 7 3 ) . 
"Does i t h e l p f o r one ex p e r i e n c e d t e a c h e r t o watch a n o t h e r a t 
work?" 











G 3 2 6 11 (35.5) 
H 1 3 11 15 (48.5 ) 
I 0 ( 0 ) 
J 1 4 5 • (16 ) 
31 = 100% 
KEY: 
G. A g a i n s t i t on p r i n c i p l e o r f e e l i t would n o t h e l p ; never 
done i t and would be embarrassed. 
H. Never done i t but might be w o r t h t r y i n g , though would be 
embarrassed a t f i r s t , never done i t b u t would l i k e t o t r y , n o t 
a g a i n s t t r y i n g . 
I . No o p p o r t u n i t i e s . 
J. Have done i t o c c a s i o n a l l y and i t h e l p s . 
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a p p r a i s a l may be symptomatic o f t h i s f e e l i n g . Could i t be 
t h a t d e a l i n g w i t h c h i l d r e n f o r t h e main p a r t o f t h e i r l i f e , 
t hese s t a f f members have l o s t c o n f i d e n c e i n t h e i r own peer 
group image. 
The n o t i o n o f mutual o b s e r v a t i o n p r a c t i c e d by many 
p r o f e s s i o n a l bodies a l s o f i n d s a r e l u c t a n t acceptance by 
many t e a c h e r s . I t has been suggested t h a t mutual l e s s o n 
o b s e r v a t i o n would b e n e f i t t e a c h e r s and open up t e a c h i n g 
s t y l e s , b u t even some o f the most s e n i o r s t a f f members f i n d 
t h a t t h i s would be an embarrassing s i t u a t i o n . 
I n 'Teachers T a l k i n g ' by T. Gibson (1983) (20) a b r i e f 
survey was c a r r i e d o u t r e g a r d i n g mutual l e s s o n o b s e r v a t i o n 
a t a l l s c h o o l l e v e l s and a s i g n i f i c a n t number ( c i r c a 30%) i n 
secondary s c h o o l s were a n t a g o n i s t i c t o t h e i d e a o f b e i n g 
watched o r w a t c h i n g o t h e r s t e a c h . ( s e e f i g . 6.1) 
The concept o f r o l e was d i s c u s s e d e a r l i e r i n t h i s work. 
T h i s tended t o focus on t h e ' t a s k - r o l e ' i d e n t i f i c a t i o n s , 
however, t h e r o l e o f t h e p r o f e s s i o n a l i s one which causes 
extreme cross-boundary problems. I t i s perhaps t h e one r o l e 
w h e r e i n t h e s e l f p e r c e p t i o n and d e f i n i t i o n i s o f g r e a t e s t 
i n f l u e n c e . I f t h e r e i s a d i s p a r i t y between a t e a c h e r ' s own 
p r o f e s s i o n a l p e r c e p t i o n and t h e p r o f e s s i o n a l e x p e c t a t i o n s o f 
o t h e r s t h e n t h i s i s a c h a l l e n g e t o t h e fundamental b e l i e f o f 
the t e a c h e r , h i s competence and p o s s i b l y t h e 'reson d e t r e ' 
o f h i s b e i n g a t e a c h e r . 
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For management t o manage o t h e r p r o f e s s i o n a l s r e q u i r e s ; 
f i r s t l y a r e c o g n i t i o n t h a t n o t everyone h o l d s t h e same 
d e f i n i t i o n o f what i s meant by b e i n g a p r o f e s s i o n a l ; 
s econdly, managers must be aware o f , and be p r e p a r e d t o work 
w i t h i n t h e i n d i v i d u a l ' s own d e f i n i t i o n . I f t h e l a t t e r i s 
t o o r e s t r i c t i v e t h e n i t i s t h e d u t y of management t o 
endeavour t o extend t h e t e a c h e r ' s p e r c e p t i o n o f t h e r o l e of 
a p r o f e s s i o n a l t o such a l e v e l t h a t he w i l l f e e l c o m f o r t a b l e 
w i t h i n t h e o p e r a t i o n o f t h e e s t a b l i s h m e n t . 
P r i n c i p a l s who are i n evidence i n t h e i r b u i l d i n g s , 
o b s e r v i n g x^hat t r a n s p i r e s , o f f e r i n g h e l p f u l 
s u g g e s t i o n s , and m e n t i o n i n g new t e c h n i q u e s a t 
a p p r o p r i a t e t i m e s , can c e r t a i n l y h e l p t e a c h e r s focus on 




FEMALES AND THEIR MANAGEMENT STATUS 
C o n s i d e r i n g t h a t t e a c h i n g was one o f t h e f i r s t 
o c c u p a t i o n s t o p r a c t i c e e q u a l i t y o f payment, i t seems 
s t r a n g e t h a t some o f t h e e a r l y promise shown by t h i s seems 
t o have come t o l i t t l e i n terms o f equal p a r t i c i p a t i o n i n 
management areas o f e d u c a t i o n . 
There i s no doubt t h a t t h e views h e l d about t h e p l a c e o f 
women i n t e a c h i n g i n g e n e r a l , and management i n p a r t i c u l a r , 
are loaded w i t h emotion and c o n f l i c t . Both men and women 
h o l d views and o p i n i o n s which s u p p o r t t h e c u r r e n t s i t u a t i o n , 
o r e x p l a i n t h e c u r r e n t p o s i t i o n o r dec r y i t f o r i t s 
i n j u s t i c e . 
O b s e r v a t i o n s made by i n v e s t i g a t o r s have noted t he d e c l i n e 
i n t h e p r o p o r t i o n o f women t e a c h e r s h o l d i n g p o s t s o f 
r e s p o n s i b i l i t y . Even t h i s s t a t e d p r o p o r t i o n may camouflage 
t h e t r u e numbers h o l d i n g middle o r t o p management p o s t s . 
Richardson ( 1 9 7 3 ) , i n her i n v e s t i g a t i o n o f N a i l s e a School, 
produced f i g . 7.1 which shows t h e r e l a t i v e p r o p o r t i o n s o f 
men and women who h e l d s c a l e p o s t s i n t h e years p r i o r t o her 
i n v e s t i g a t i o n . T h i s shows a c o n s i s t e n t l y low p r o p o r t i o n of 
women h o l d i n g p o s t s when compared t o men. Again, t h e 
q u a l i t y o f these p o s t s are not shown. 
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Other analyses o f s i m i l a r d a t a emphasise t h a t t h e 
s i t u a t i o n i s not l i m i t e d t o one sch o o l but i s common t o 
e d u c a t i o n a l e s t a b l i s h m e n t s i n g e n e r a l . 
Table 7.1 shows more r e c e n t d a t a from HMI (1979) and an NUT 
document ( 1 9 8 0 ) . 
F i g u r e 7.1. 
No Of 
Full-time potts 
No of posts 
hew by Men 
No. of posts 
held by 
Women 
P S R s os 
proportion 
0' Q!! posts 
« of P S R s 
held by Men No. of P S R s 
held by VVbmen 
1S59 1965 1966 1966 
t960 
FIG. 46. Posts of special responsibility (Grade A upwards) as proportioD of total number 
of posts and as distributed between men and women: 1959-69. 
E. Richa r d s o n , (1973), The t e a c h e r , t h e school and t h e t a s k 
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W h i l s t a l l d a t a , by n a t u r e , are h i s t o r i c a l , t h e r e i s 
l i t t l e evidence t o suppose t h a t any s i g n i f i c a n t changes have 
been e x p e r i e n c e d i n these d i s t r i b u t i o n s o f p o s t s . 
I n l o o k i n g f o r reasons f o r t h e observed imbalance i n 
these d a t a one comes up a g a i n s t t h e merging o f f a c t , o p i n i o n 
and p r e j u d i c e ( c o n s c i o u s o r o t h e r w i s e ) . The h i s t o r i c a l 
background t o t h e t h e payment o f women i s perhaps t h e 
f o r e r u n n e r t o a l l arguments and d i s c r i m i n a t i o n s . The 
h i s t o r y o f employment, i n g e n e r a l , was one of d i f f e r e n t i a l 
payments t o men and women. E d u c a t i o n echoed t h e s o c i a l 
ideas o f t h e t i m e s . We see i n t h e Burnham Report (1948) a 
t y p i c a l s t a t e m e n t : 
8 ( a ) For a s s i s t a n t t e a c h e r s t h e r e s h a l l be s p e c i a l 
p o s t s i n r e s p e c t o f which allowances over and above 
s c a l e s a l a r y s h a l l be g r a n t e d f o r r e s p o n s i b i l i t y , 
s p e c i a l work o f an advanced c h a r a c t e r ... 
( i i ) For men: not l e s s t h a n '50 per annum; not more 
t h a n '150 per annum. 
For women: n o t l e s s t h a n '40 per annum; not 
more t h a n "120 per annum. ( 1 ) 
The advent o f equal pay f o r women t e a c h e r s , i n 1961, 
ought t o have opened t h e door t o g e n e r a l e q u a l i t y , b u t many 
of t he i n b u i l t t r a d i t i o n s and o p i n i o n s s t i l l p r e v a i l e d . 
B e a r i n g i n mind t h a t pay s c a l e s , a t t h a t t i m e , were n o t seen 
as managerial t o o l s but as a 'reward' system; r e w a r d i n g 
academic e x c e l l e n c e , l o n g s e r v i t u d e and o f t e n f a m i l y needs, 
t h e r e e x i s t e d a b i a s towards a b e t t e r payment f o r men i n t h e 
a l l o c a t i o n o f s c a l e p o s t s . 
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The whole s u p e r s t r u c t u r e o f above s c a l e payments 
e r e c t e d i n t h e 1950's has served t o maximise t h e 
o p p o r t u n i t i e s o f those who make lo n g term c a r e e r s i n 
Edu c a t i o n . I n v e s t i g a t i o n s o f how t h e y work has shown 
c l e a r l y t h a t t h e y have gone t o men more t h a n women. 
(2) 
Also S i r W i l l i a m Alexander (1963) r e p o r t e d t h a t t h e 
n o t i o n o f a '50, f l a t r a t e , i n c r e a s e t o a l l s t a f f was met 
w i t h some ' j a u n d i c e ' by the S e c r e t a r y o f S t a t e f o r 
Edu c a t i o n . 
He ( t h e S e c r e t a r y o f S t a t e ) p o i n t e d t o t h e wastage o f 
young women t e a c h e r s , and t h e f a m i l y r e s p o n s i b i l i t i e s 
o f those i n t h e i r m i d - t w e n t i e s and e a r l y t h i r t i e s . " I 
cannot h e l p f e e l i n g t h a t i t i s n e i t h e r wise nor f a i r 
t h a t no more sho u l d be o f f e r e d t o those ... w i t h some 
years e x p e r i e n c e ... and growing r e s p o n s i b i l i t i e s , 
t h a n t o the youngest b e g i n n e r . ( 3 ) 
Such sta t e m e n t s do n o t n e c e s s a r i l y i n d i c a t e an a n t i p a t h y 
t o t h e female sex, but perhaps more an unease w i t h t h e 
n o t i o n o f g e n e r a l e q u a l i t y , which was a t t h e ti m e r e l a t i v e l y 
new. I t was t o ta k e a f u r t h e r n i n e years (1970) b e f o r e t h e 
"Equal Pay Ac t " would f i n d f u l l f a v o u r i n law. 
Even now (1 9 8 8 ) , a f u r t h e r e i g h t e e n years on, t h e r e are 
many people i n management p o s i t i o n s , e s p e c i a l l y those w i t h 
t h e power o f s e l e c t i o n o f s t a f f , who have t h e i r paradigms o f 
r o l e f o r t h e sexes f i x e d i n t h e post-war or even pre-war 
y e a r s . 
The reader must r e s i s t , however, t h e t e m p t a t i o n t o 
a l l o c a t e a l l d i s c r i m i n a t i o n t o those o f 'the o l d s c h o o l ' who 
see women as second c l a s s c i t i z e n s . The s i t u a t i o n i s more 
s u b t l e t h a n t h i s . W h i l s t t h e r e are those i n a u t h o r i t y whose 
n o t i o n s are s e t i n s o c i a l c r i t e r i a o f t h e p a s t , o t h e r s , men 
and women, who f e e l t h a t they have open minds and a t t i t u d e s , 
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have been exposed i n t h e i r u p - b r i n g i n g t o s t y l i s e d r o l e s and 
e a s y - f i t c a r i c a t u r e s of the o c c u p a t i o n , t a s k and c a r e e r 
e x p e c t a t i o n s . One must t a k e care t o d i s t i n g u i s h t h a t which 
i s reasoned argument from t h a t which may be, i n p a r t , 
c o n d i t i o n e d response. 
I t would seem t h a t many women i n e d u c a t i o n are c u l p a b l e 
o f t h e i r own s e l f - d e s c r i m i n a t i o n . Even i n t h e b r i e f number 
of i n t e r v i e w s i n t h e survey ( c h a p t e r 5) many s e l f - e f f a c i n g 
comments were v o i c e d . 
"Men are more a g g r e s s i v e i n a p p l i c a t i o n ..." Scale 3, 
female. 
"Sometimes women f e e l t h e y are n o t good enough 
themselves." Scale 4,female. 
"One o r two (women) would make good managers but are 
not i n t e r e s t e d i n t h a t s i d e o f i t . " Scale 2, female. 
"Maybe be i n g a manager ... c a l l s f o r a 'hard 
g o - g e t t i n g ' k i n d o f a t t i t u d e w h i c h many women don't 
a c t u a l l y d i s p l a y . " Scale 2, female. 
" I know t h a t , f o r t h e Heads o f Year, no females p u t i n 
f o r them." Scale 2, female. 
"When I a d v e r t i s e d f o r my l a s t Second M a s t e r / M i s t r e s s 
we had over 200 a p p l i c t i o n s and I t h i n k o n l y 10 were 
from females." Head, male. (4) 
Richardson n o t i c e d t h e same phenomenon i n a c t i o n i n her 
study a t N a i l s e a . 
For women are themselves p a r t l y r e s p o n s i b l e f o r tTie 
s i t u a t i o n i n which t h e y f i n d themselves. Joan 
Bradbury's d e c i s i o n n o t t o a p p l y f o r the deputy 
headship was matched, d u r i n g t h e years when s e n i o r 
p o s t s were b e i n g a d v e r t i s e d , by a s c a r c i t y o f women 
a p p l i c a n t s . As Denys John saw i t i n those y e a r s , women 
seemed w i l l i n g t o a p p l y i n l a r g e numbers f o r t h e l e s s 
demanding p o s t s , but p r e f e r r e d t o leave t h e major 
r e s p o n s i b i l i t i e s and t a s k s o f l e a d e r s h i p w i t h i n t h e 
s t a f f group i t s e l f t o men. ( 5 ) 
Many w r i t e r s and t e a c h e r s , themselves, would a t t r i b u t e 
t h i s a t t i t u d e t o t h e r e c e i v e d c o n d i t i o n i n g o f t h e i r e a r l y 
y e a r s . The same c o n d i t i o n i n g t h a t l e d t o one headmaster 
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bei n g c r e d i t e d w i t h t h e quote " I t ' s n i c e t o know t h a t t h e 
l a d i e s r e a l i s e t h a t t h e men have t o get on". 
T h i s c o n d i t i o n i n g may n o t o n l y l e a d t o a d e f e r e n t i a l 
p e r c e p t i o n o f t h e i r s u i t a b i l i t y f o r management p a r t i c i p a t i o n 
by women, but may a l s o cause a r o l e - c o n f l i c t s i t u a t i o n . The 
'home-role' e x p e c t a t i o n s p l a c e d upon women may p r e v e n t them 
from c o n s i d e r i n g such l e a d i n g management p o s i t i o n s w i t h o u t , 
a p p a r e n t l y , f e e l i n g t h a t t h e y are f a i l i n g i n t h e i r 
o b l i g a t i o n t o t h e home and f a m i l y . 
No m a t t e r how e n l i g h t e n e d t h e debate, wastage amongst 
female t e a c h e r s does e x i s t i n t h e e a r l y years o f t h e i r 
c a r e e r , and t h e b i o l o g i c a l f a c t o r cannot be i g n o r e d . 
Young men t e a c h e r s move on t o g a i n a b e t t e r j o b o r 
more exp e r i e n c e on which t o base t h e i r c a r e e r s ; young 
women t e a c h e r s marry and leave t e a c h i n g t o have a 
f a m i l y . ( 6 ) 
Whether t h i s i s f a c t o r f i c t i o n , i t i s a g e n e r a l l y h e l d 
view which may l e a d t o a r e l u c t a n c e t o promote females who 
may leave t o marry. The l o g i c o f t h i s b i a s i n s e l e c t i o n i s 
p o o r l y founded f o r t h e 'mobile male' i s j u s t as l o s t t o t h e 
scho o l as i s t h e pregnant female. 
I n today's management c l i m a t e , w h e r e i n one i s l o o k i n g f o r 
p a r t i c u l a r s k i l l s i n terms o f l e a d e r s h i p , o r g a n i s a t i o n a l 
a b i l i t y and management s k i l l s , t h e r e i s no reason why t h e 
' r e t u r n i n g ' female s h o u l d n o t be r e c o g n i s e d f o r her s k i l l 
and e x p e r i e n c e . Long s e r v i t u d e must n o t be c o n s i d e r e d a 
major d e t e r m i n i n g f a c t o r when s e l e c t i n g f o r s e n i o r p o s t s . 
I n t h e past t w e n t y or so y e a r s , o t h e r f a c t o r s seem t o 
have m i t i g a t e d a g a i n s t females o b t a i n i n g s e n i o r p o s t s . 
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The movement to c o e d u c a t i o n a l s c h o o l s tended to f a v o u r men 
as heads and d e p u t i e s , w i t h t h e women t a k i n g the s e n i o r 
m i s t r e s s p o s t s . 
When a g r e a t e r p r o p o r t i o n of t h e s c h o o l s were 
s i n g l e - s e x , a s many women a s men were needed i n the 
l e a d e r s h i p r o l e s . Why t h e n do so many of them appear 
t o u n d e r e s t i m a t e t h e i r own s k i l l s by r e f u s i n g to 
compete w i t h men f o r the s e n i o r p o s t s i n mixed s c h o o l s ? 
( 7 ) 
The move t o l a r g e r comprehensive s c h o o l s , w h i c h r e d u c e d 
s t i l l f u r t h e r t h e number of s e n i o r p o s t s , combined w i t h the 
Sex D i s c r i m i n a t i o n A c t (1975) w h i c h made i t i l l e g a l t o 
r e s e r v e any p o s t i n the s c h o o l f o r one p a r t i c u l a r sex ( i . e . 
S e n i o r M i s t r e s s ) . T h i s made a l l ( t h r e e ) top p o s i t i o n s i n a 
s c h o o l a v a i l a b l e t o both s e x e s , but removed t h e need f o r any 
of them t o be fem a l e . Indeed, i n many s c h o o l s an a l l male 
s e n i o r management team c a n be found; most s c h o o l s w i t h a 
predominance of men i n s e n i o r management. There a r e few 
s c h o o l s , i f any, where t h e management team of a mixed 
comprehensive has a predominance o f , or i s a l l female. 
T here a r e none known to the a u t h o r ! 
John ( 1 9 8 0 ) w r i t i n g on t h e , t h e n , r e q u i r e d b a l a n c e of one 
male and one female deputy i n a s c h o o l h i g h l i g h t s one of the 
major c o n c e r n s f o r m a i n t a i n i n g s u c h a b a l a n c e . 
The o b l i g a t i o n i t s e l f may w e l l have been prompted 
by t h e b e s t m o t i v e s . I t i s a v a l i d p o i n t t h a t a s c h o o l 
s t r u c t u r e i s p a r t o f the 'hidden c u r r i c u l u m ' from which 
p u p i l s l e a r n . A s t r u c t u r e c o n s i s t i n g e n t i r e l y of men 
( t h e more l i k e l y of the two a l t e r n a t i v e s b e c a u s e of the 
g r e a t e r s u p p l y of men c a r e e r t e a c h e r s ) i m p a r t s t h e 
message t h a t men a r e more c a p a b l e of top e d u c a t i o n a l 
management t h a n women. I t i s t h e r e f o r e more c o n s i s t e n t 
w i t h comprehensive s c h o o l p r i n c i p l e s of e q u a l i t y and 
n o n - d i s c r i m i n a t i o n to de m o n s t r a t e t h e p r o f e s s i o n a l 
management c a p a b i l i t i e s of both s e x e s . ( 8 ) 
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John goes on t o e x p l a i n t h a t t h i s a t t empt a t m a n i p u l a t i n g 
the message o f f e r e d by t h e 'hidden c u r r i c u l u m ' was o f t e n 
s e l f d e f e a t i n g a s t h e female deputy o f t e n found h e r s e l f c a s t 
i n a r i g i d s t e r e o t y p e d s e t of a c t i v i t i e s . 
The g u l f between p a s t o r a l and c u r r i c u l a r was o f t e n 
f o r m a l l y i n s t i t u t i o n a l i s e d i n mixed s c h o o l s w i t h deputy 
heads of both s e x e s by p l a c i n g t h e man i n charge of the 
head of d e p a r t m e n t a l system and t h e woman i n ch a r g e of 
the p a s t o r a l s y s t e m . The r e c i p r o c a l wave e f f e c t of 
p o l a r i s i n g t h e 'demanding' and ' c a r i n g ' and of 
s t e r e o t y p i n g t h e s e x e s has been mentioned ... ( 9 ) 
Other w r i t e r s , t o o , make note of t h i s d i v i s i o n of r o l e 
a l o n g t h e l i n e s of sex , r a t h e r t h a n t h a t of m a n a g e r i a l 
s k i l l . 
F u r t h e r e m p i r i c a l e v i d e n c e f o r t h e i n c r e a s e d 
s p e c i a l i s a t i o n w i t h i n t h e r o l e of t h e deputy head, has 
a l s o been p r o v i d e d by W i l l i a m s ( 1 9 7 9 ) ( a ) i n h e r s t u d y 
of 38 d e p u t i e s i n North London. By r e f e r r i n g to j o b 
d e s c r i p t i o n s she was a b l e t o show t h a t t h e main 
a c t i v i t i e s of d e p u t i e s c o u l d be d i v i d e d i n t o t h e 
s p h e r e s of a d m i n i s t r a t i o n , c u r r i c u l u m and p a s t o r a l . I t 
was a l s o found t h a t t h e r e was some d i f f e r e n t i a t i o n of 
r e s p o n s i b i l i t i e s f o r male and female d e p u t i e s . 
"The r e s p o n s i b i l i t i e s of women d e p u t i e s tended 
to be f o r p a s t o r a l c a r e and g i r l s ' w e l f a r e ... 
i n c r e a s e d s p e c i a l i s a t i o n t e n d s t o c a s t d e p u t i e s i n 
s t e r e o t y p e d r o l e s : male d e p u t i e s i n t h e 'demanding' 
r o l e of c u r r i c u l u m p l a n n i n g or t i m e t a b l i n g and female 
d e p u t i e s i n t h e ' c a r i n g ' r o l e of p a s t o r a l c a r e and 
g i r l s ' w e l f a r e . " ( W i l l i a m s , 1979) ( 1 0 ) 
The a s s o c i a t e d d e n i a l of management s k i l l s of t h e s e n i o r 
woman, i n terms of o r g a n i s a t i o n a l a b i l i t y h a s , i n e f f e c t , 
made promotion beyond the s t a g e of s e n i o r m i s t r e s s a l m o s t 
i m p o s s i b l e . R i c h a r d s o n (pp. 218-219) p o i n t s out t h a t both 
d e p u t i e s a r e t r a p p e d by t h i s form of b i p o l a r o r g a n i s a t i o n ; 
the man b e i n g d e n i e d any c a r i n g r o l e , t h e woman any 
demanding r o l e . 
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The removal of t h e r e q u i r e m e n t f o r both s e x e s to be 
r e p r e s e n t e d i n top management has l e d , i n many s c h o o l s , to 
r e s t r u c t u r i n g of t a s k s of management a l o n g n o n - s t e r e o t y p i c a l 
l i n e s . But, where t h i s has happened, u s u a l l y i n a l l male 
management teams, t h e r e i n f o r c e m e n t of s e x s t e r e o t y p i n g i s 
compounded f o r h e r e t h e r e a r e no f e m a l e s to demonstrate 
t h e i r a b i l i t i e s and o f f e r t h e m s e l v e s as ' r o l e models' t o t he 
r i s i n g g e n e r a t i o n s of p u p i l s . I t would c e r t a i n l y seem t h a t 
the Sex D i s c r i m i n a t i o n A c t has worked a g a i n s t women 
o b t a i n i n g top management p o s i t i o n s . 
Heads who w i s h t o m a i n t a i n a b a l a n c e of t h e s e x e s i n 
management o f t e n 'seed' j o b d e s c r i p t i o n s w i t h key p h r a s e s to 
i n d i c a t e t h e i r w i s h f o r female a p p l i c a n t s . P h r a s e s l i k e 
" g i r l s ' w e l f a r e " and " g i r l s ' d i s c i p l i n e " a r e used a s s i g n a l s 
to p o t e n t i a l a p p l i c a n t s . However i n s e n d i n g t h e s e s i g n a l s 
t h e head i s a g a i n r e i n f o r c i n g t h e s t e r e o t y p e d r o l e f o r h i s 
female manager b e f o r e she has demonstrated s k i l l s of w h i c h 
she may be c a p a b l e . 
Even when t h e s e p o s t s a r e a d v e r t i s e d , a s we have s e e n , 
t h e r e a r e not a l w a y s t h e d e s i r e d numbers of a p p l i c a t i o n s 
from women. 
".. we had ov e r 200 a p p l i c a t i o n s and I t h i n k 10 were 
from f e m a l e s . " (Q8. Appendix I ) 
Why t h e n i s t h i s s o? V a r i o u s a u t h o r s have put for w a r d 
the n o t i o n of t h e 'family-bound' f e m a l e , not wanting to t a k e 
on e x t r a r e s p o n s i b i l i t i e s t h a t may c l a s h w i t h t h o s e of t h e 
home and f a m i l y (K. C l a r n i c o a t e s 1980) ( 1 1 ) . A l s o t h e 
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n o t i o n t h a t women a r e s t i l l t i e d t o t h e i r husbands' c a r e e r 
p l a n s . I t seems t h a t women a r e l e s s l i k e l y t o c a u s e a home 
move t o p r o v i d e b e t t e r p r o m o t i o n a l p r o s p e c t s f o r t h e m s e l v e s , 
but a r e p r e p a r e d to move home to f i t i n w i t h t h e i r husbands' 
c a r e e r p r o s p e c t s . T h i s was noted a s a f a c t o r i n New South 
Wales, A u s t r a l i a , where i t c a u s e d major d i s c r i m i n a t i o n , 
a g a i n s t women. T h i s was due t o t h e f a c t t h a t promotion i n 
th e e d u c a t i o n a l f i e l d depended upon a p e r i o d of s e r v i c e i n 
th e c o u n t r y d i s t r i c t s ; male t e a c h e r s were p r e p a r e d t o move 
w i t h t h e i r f a m i l i e s t o t h e s e d i s t r i c t s , even i f j u s t f o r a 
q u a l i f y i n g p e r i o d of tim e , w h i l s t most women t e a c h e r s tended 
to s t a y w i t h t h e i r husbands i n t h e c i t i e s . 
( A n t i - D i s c r i m i n a t i o n Board, 1979) ( 1 2 ) 
A f u r t h e r p r o p o s a l t o e x p l a i n t h e a p p a r e n t l a c k of d r i v e , 
f o r promotion, i n women i s t h a t t h e i r l e v e l s of s a t i s f a c t i o n 
c o n c e r n i n g wage l e v e l s and s t a t u s a r e more e a s i l y r e a c h e d . 
I t i s s u g g e s t e d t h a t many women a r e ' c o n t e n t ' w i t h l o w e r 
s a l a r y l e v e l s t h a n men. 
Ther e i s a v e r y d e f i n i t e s e x d i f f e r e n t i a t i o n i n 
s a t i s f a c t i o n w i t h pay, w i t h women r e p o r t i n g h i g h e r 
l e v e l s of s a t i s f a c t i o n w i t h pay t h a n men, even though 
t h e i r e a r n i n g d i s t r i b u t i o n i s low e r . F o r i n s t a n c e , 
1978 d a t a showed t h a t women e a r n i n g '4000 p e r annum 
e x p r e s s e d a s i m i l a r l e v e l of s a t i s f a c t i o n t o t h a t of 
men e a r n i n g '6000 (Hakim, 1979, p.51) ( a ) . One r e a s o n 
would seem to be t h e s o c i a l i s a t i o n of women t o e x p e c t 
l e s s t h a n men, and a n o t h e r t h a t p e o p l e t e n d t o compare 
s a l a r i e s w i t h t h e i r own se x . E i t h e r way, t h e f a c t s 
s u p p o r t t h e i d e a t h a t f o r t he m a j o r i t y of women t h e r e 
i s l e s s d i s s a t i s f a c t i o n and t h e r e f o r e l e s s d r i v e to 
promotion. ( 1 3 ) 
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F i g . 7.2. 
Exodus 
Using figures from DES statistics it is possible to calculate the number of graduate 
teachers leaving the profession between the ages of 25 and 40. The results are 
shown below. 
Trained graduates leaving teaching 
% (Men b Women I 




C A C A ^ e ^ c n e n S S o ^ e ^ c ^ 
The graph shows a clear link between pay and retention. The lowest point 
shows a 3.4* loss of teachers aged 25-39 in 1976/77 the year immediately follow-
ing the Houghton award. For women it was 12.2°/«. The number then rises again, 
and only falls to a new low of 3.2% in 1982/3 following the Clegg award. Women 
reached a low of 10.5% following Clegg. Official statistics take the story up 
10 March 1985 but surveys done since then indicate that the upward loss of 
teachers is continuing. 
NAS/UWT, The C a r e e r T e a c h e r , Dec. 1987, 
No. 38, p. 1. 
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I n a l e a d i n g a r t i c l e , r e g a r d i n g proposed pay c l a i m s , the 
NAS/UWT produced t h e graph showing t h e wastage of t e a c h e r s 
( s e e f i g . 7 . 2 ) . However, i t i s n o t a b l e t h a t , a c c e p t i n g the 
t r a d i t i o n a l d i f f e r e n c e s i n r e a s o n s f o r wastage, "the growing 
d i s s a t i s f a c t i o n i n pay" e x p r e s s e d a s t h e r e a s o n f o r the r i s e 
i n numbers of men l e a v i n g between 1982 and 1985 i s matched 
by a z e r o i n c r e a s e i n t h e p e r c e n t a g e of women l e a v i n g . T h i s 
a p p e a r s t o g i v e some s u p p o r t to t h e ' s a t i s f a c t i o n ' f a c t o r 
mentioned above. 
A t t i t u d e s of t h e c a r e e r t e a c h e r a r e o f t e n t a r n i s h e d by 
t h i s a p p a r e n t l a c k of d r i v e f o r i n d i v i d u a l or p r o f e s s i o n a l 
advancement. Many c o n s i d e r t h e p a r t - t i m e n a t u r e of t h e work 
o f f e r e d to some women, a l t h o u g h e s s e n t i a l , a s a f a c i l i t y 
t h a t o f f e r s good pay and s o c i a l s t a t u s f o r a minimum of 
p e r s o n a l i n v o l v e m e n t . One a u t h o r s u g g e s t s t h a t t h e s e 
f a c t o r s may be one of t h e major s t u m b l i n g b l o c k s t o t e a c h i n g 
r e c e i v i n g f u l l p r o f e s s i o n a l s t a t u s . 
I f t e a c h i n g i s t o be e l i m i n a t e d from the o c c u p a t i o n s 
t h a t a r e not r e g a r d e d as l i f e c a r e e r s , t h e n a p p a r e n t l y 
the p r o p o r t i o n of women t e a c h e r s must be reduced and 
th e p r o p o r t i o n of men t e a c h e r s i n c r e a s e d 
c o r r e s p o n d i n g l y , or g r e a t e r e f f o r t s w i l l have t o be 
made t o r e t a i n i n t h e p r o f e s s i o n a g r e a t e r p r o p o r t i o n 
of women t e a c h e r s who marry. ( 1 4 ) 
The f u l l i m p l i c a t i o n s of a l l t h e s e d i f f e r i n g p e r c e p t i o n s 
of women i n management must be f a c e d . No m a t t e r what t h e 
r e a s o n s f o r t he d e a r t h of f e m a l e s i n e d u c a t i o n a l management 
c e r t a i n f a c t s a r e e v i d e n t . I f t h e s k i l l s o f s t a f f , male or 
female, a r e not u t i l i s e d t h e n managers a r e n e g l e c t i n g an 
e s s e n t i a l element of t h e i r r o l e . Those i n e d u c a t i o n must be 
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i n t h e vanguard of o v e r t e q u a l i t y of o p p o r t u n i t y , f o r i f 
a c t i o n i s not t a k e n soon, the g e n e r a t i o n s now p a s s i n g 
t h rough our s e h e e i s w i l l have an even s t r o n g e r s t e r e o t y p e d 
image of the r o l e s of men and women. 
Marland p u l l s t o g e t h e r t h e t h r e a d s of t h e s i t u a t i o n 
r a t h e r w e l l . 
The t r i p l e r e a s o n s f o r removing s e x d i f f e r e n t i a t i o n i n 
s t a f f i n g a r e o v e r w h e l m i n g l y c o n v i n c i n g : 
1) E q u a l i t y f o r p r o f e s s i o n a l s to advance t o t he l e v e l 
and t y p e s of work f o r which t h e y have q u a l i t i e s and 
e x p e r i e n c e . 
2) O p p o r t u n i t y f o r s c h o o l s t o be l e d , p l a n n e d , managed 
and e v a l u a t e d by both women and men f o r t h e good of the 
c u r r i c u l u m , o r g a n i s a t i o n and l e a d e r s h i p . 
3) Models f o r both boys and g i r l s t o o b s e r v e a d u l t s of 
both s e x e s t a k i n g t h e f u l l range of p o s i t i o n s and 
l e v e l s of r e s p o n s i b i l i t y . 
The f a c t s show we a r e as f a r away from a t t a i n i n g t h e s e 
g o a l s a s e v e r : we need to s t a r t a programme a t once. 
( 1 5 ) 
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CHAPTER 8 
MANAGEMENT AND CHANGE 
(The G r e a t E d u c a t i o n R e f o r m B i l l ) 
When t h e c o n t e n t o f t h i s t h e s i s was f i r s t c o n s i d e r e d i t 
was i n t e n d e d t o c o n c l u d e w i t h a summary o f t h e d i f f e r i n g 
p e r c e p t i o n s t h a t s t a f f , p a r e n t s , a d m i n i s t r a t o r s , t h e o r i s t s 
and o t h e r s h e l d on management o f s c h o o l s . However, d u r i n g 
t h e t h r e e y e a r s s i n c e t h e b i r t h o f t h i s i n t e n t i o n t o t h e 
f i n a l t e x t t h e r e have been d r a s t i c changes i n t h e 
E d u c a t i o n a l System. ' D r a s t i c ' , n o t i n t h e sense o f a 
d i s a s t e r , ( a l t h o u g h many may a r g u e s o ) , b u t i n t h e sense o f 
an a l l - e m b r a c i n g change i n t h e o u t l o o k and f u n c t i o n i n g o f 
s c h o o l s . 
The p r o p o s a l s f o r a new pay a g r e e m e n t r e f e r r e d t o a t t h e 
end o f c h a p t e r 1 was t o be t h e way f o r w a r d w i t h a c o l l e g i a t e 
a p p r o a c h t o g e n e r a l s c h o o l management: 
... t h e p r o p o s a l s f o r r e s t r u c t u r i n g s a l a r i e s p u t 
f o r w a r d i n 1984 by t h e w o r k i n g p a r t y o f t h e Burnham 
Com m i t t e e management p a n e l recommended a s i m p l e r s y s t e m 
c o n s i s t i n g o f e n t r y and main p r o f e s s i o n a l g r a d e s . 
T h e r e w o u l d be some f o r m o f s u p e r s t r u c t u r e on t o p o f 
t h e m a i n p r o f e s s i o n a l g r a d e t o g i v e g r e a t e r f i n a n c i a l 
r e w a r d t o s e n i o r s t a f f and heads o f d e p a r t m e n t , where 
m a n a g e r i a l r e s p o n s i b i l i t y was e x p e c t e d . I n l a r g e r 
( s e c o n d a r y ) s c h o o l s p r i n c i p a l t e a c h e r s and d e p u t i e s 
w o u l d be added t o t h e management s t r u c t u r e . 
( E d u c a t i o n , 1984) ( a ) ( 1 ) 
However t h e f a i l u r e o f pay t a l k s and t a l k s on c o n d i t i o n s 
o f s e r v i c e b e t w e e n t h e e m p l o y i n g a u t h o r i t i e s and t h e 
t e a c h e r s ' u n i o n s , i n 1986, l e d t o t h e i m p o s i t i o n o f a pay 
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award and c o n d i t i o n s of s e r v i c e by Kenneth Baker, the new 
S e c r e t a r y of S t a t e f o r E d u c a t i o n . 
The imposed c o n d i t i o n s / p r o p o s a l s i n c l u d e a change i n the 
working c o n d i t i o n s of most s t a f f . Hours of s e r v i c e b e i n g 
d e f i n e d o v e r and above the normal p u p i l - c o n t a c t day. The 
head t e a c h e r now w i l l have the power to d i r e c t c e r t a i n 
a s p e c t s of t h i s e x t r a t ime. 
S p e c i f i c j o b d e s c r i p t i o n s a r e to be i n t r o d u c e d f o r 
t e a c h e r s a t a l l l e v e l s of r e s p o n s i b i l i t y . F i r s t l y as a 
minimal s e t of c o n d i t i o n s s p e c i f i e d by t h e Department of 
E d u c a t i o n and S c i e n c e . ( s e e Appendix I V ) These a r e to be 
expanded or p a r t i c u l a r i s e d by t h e head t e a c h e r t o f i t t h e 
t e a c h e r i n t o the i n d i v i d u a l s c h o o l . T h i s i s a management 
t a s k w h i c h was s e e n i n t h e s u r v e y ( c h a p t e r 5) t h a t many 
s c h o o l s had a v o i d e d i n o r d e r to m a i n t a i n a f l e x i b i l i t y of 
s e r v i c e from t h e i r s t a f f . 
P erhaps one of t h e most s i g n i f i c a n t changes imposed, to 
d a t e , i s t h e r a d i c a l r e s h a p i n g of t h e pay s c a l e s and t h e 
a s s o c i a t e d change i n p r o f i l e of management i n t he s c h o o l . 
I t was n o t ed i n c h a p t e r 1 t h a t few i f any of the Burnham pay 
n e g o t i a t i o n s had uppermost i n t h e i r c o n s i d e r a t i o n s t h e 
management f u n c t i o n s of t h e s c h o o l . T h i s cannot be s a i d f o r 
the imposed s t r u c t u r e which i s b e i n g phased i n t o s c h o o l s 
from 1987 to 1990. The D.E.S. not o n l y have d e f i n e d new 
s c a l e s of payment f o r l e v e l s of r e s p o n s i b i l i t y , but some 
L o c a l E d u c a t i o n A u t h o r i t i e s have d e f i n e d the number of s u c h 
p o s t s i n e a c h s c h o o l . 
PAGE 168 
C h a p t e r 8. 
E i g 8.1, 
Head 
* 
D e p u t i e s 
* * 
S e n i o r T e a c h e r s 
* * * 
H.o.d. S c a l e 4 
H.o.d. S c a l e 3 
S c a l e 2 
t^ r J ^ J 
B a s i c S c a l e 
POSSIBLE OLD STUCTURE 
Head 
* 
D e p u t i e s 
* * * 
S e n i o r T e a c h e r s ( E ) 
S c a l e (D) T e a c h e r s 
S c a l e ( C) T e a c h e r s 
S c a l e -(B) T e a c h e r s 
S c a l e (A) T e a c h e r s 
Main Grade 
PROBABLE NEW STRUCTURE 
(County Durham E d u c a t i o n Department has p r e s c r i b e d t h e 
numbers of e a c h p o s t i n e a c h s i z e of s c h o o l , p r o d u c i n g 
s t r u c t u r e s a s shown. ) 
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Whereas, b e f o r e t h i s new s e t of c r i t e r i a , a head t e a c h e r 
had d i s c r e t i o n o v e r t h e shape of h i s management s t r u c t u r e 
and r e s p o n s i b i l i t y payments w i t h i n a g i v e n ' p o i n t s t o t a l ' , 
now a p r e s c r i b e d number of g r a d e s a t each l e v e l i s to be 
i n t r o d u c e d . Thus d e t e r m i n i n g f o r many s c h o o l s a s i m i l a r 
h i e r a r c h i c a l s t r u c t u r e . 
I t i s i n t e r e s t i n g t o note t h a t t h e t y p i c a l b u r e a u c r a t i c a l 
pyramid i s r e j e c t e d f o r a more p a r a l l e l arrangement. 
T h i s w i l l c a u s e much ' h e a r t s e a r c h i n g ' i n many 
e s t a b l i s h m e n t s , a s i t w i l l o f t e n c h a l l e n g e t h e p r o m o t i o n a l 
p h i l o s o p h y of the head t e a c h e r or management team w i t h i n t h e 
s c h o o l . 
C e r t a i n l y Mr. B a k e r ' s p r o p o s a l s have c a u s e d a l l s t a f f t o 
c o n s i d e r t h e f u n c t i o n of management i n s c h o o l s and t h e i r 
p l a c e w i t h i n i t , s i n c e a s p a r t of t h e i r r e s p o n s i b i l i t i e s 
main grade t e a c h e r s a r e e x p e c t e d t o c o n t r i b u t e , i n some way, 
towards management. The n o t i o n of r e w a r d i n g t h e 'good' 
t e a c h e r or the 'long s e r v i n g ' t e a c h e r has been t o some 
e x t e n t abandoned, e x c e p t f o r t h e n o m i n a t i o n of t h e S c a l e A 
('501) as a p o s s i b l e reward f o r a good t e a c h e r . 
Should not a l l t e a c h e r s t h e r e f o r e r e c e i v e t h i s o r r e q u i r e 
r e t r a i n i n g to t h e r e q u i r e d s t a n d a r d ? C e r t a i n l y t h e r e a r e 
i n s u f f i c i e n t of t h e s e p o s t s t o be used as rewards f o r "good" 
t e a c h e r s . 
The a l l o c a t i o n of t h e new s c a l e s and t h e a s s o c i a t e d new 
management s t r u c t u r e s , f o r many s c h o o l s w i l l be c l o s e l y 
l i n k e d w i t h j o b d e s c r i p t i o n s , which a r e now a r e q u i r e d 
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management t a s k r a t h e r t h a n a recommended, management t o o l . 
Head t e a c h e r s and management teams i n many s c h o o l s may f i n d 
t h e c r e a t i o n o f a l i s t o f j o b s and r e s p o n s i b i l i t i e s f o r a l l 
s t a f f , w h i c h must e x h a u s t a l l r e q u i r e d and p o s s i b l e t a s k s . 
A most d i f f i c u l t e x e r c i s e ! 
T h i s move t o w a r d s c o m p l e t e j o b d e s c r i p t i o n s p r o v i d e s an 
o p p o r t u n i t y t o move t o w a r d t h e s i t u a t i o n d e s i r e d by w r i t e r s 
l i k e R i c h a r d s o n ( 1 9 7 3 ) ( 2 ) who a d v o c a t e d c l e a r j o b 
d e s c r i p t i o n s t o a l l e v i a t e r o l e c o n f l i c t and a m b i g u e t y . The 
need f o r c o o p e r a t i o n and f l e x i b i l i t y i n j o b d e s c r i p t i o n s 
becomes e s s e n t i a l when a l l a r e l i n k e d t o t a s k s and 
a s s o c i a t e d r e w a r d s . R e a l i s a t i o n t h a t t h e d e p a r t u r e o f one 
o r more member o f s t a f f may r e s u l t i n a change i n one's own, 
o r s e v e r a l c o l l e a g u e s ' j o b d e s c r i p t i o n s must be f a c e d and 
a c c e p t e d by s t a f f , t o g e t h e r w i t h t h e p o s s i b i l i t y o f a n n u a l 
r e v i e w s . 
The s k i l l s o f d e l e g a t i o n and l e a d e r s h i p r e q u i r e d by 
management i n e n a b l i n g t h e s e new i n i t i a t i v e s t o advance w i l l 
have t o be o f a h i g h o r d e r . F or i n a p r o f e s s i o n where 
s e n i o r i t y , by v i r t u e o f h i g h e r pay s c a l e s , does n o t i m p l y 
t h e a u t h o r i t y t o d i r e c t o t h e r s on l o w e r s c a l e s , l i n e 
management c a n n o t be e x e r c i s e d . T h i s was n o t e d by t h e 
H o u g h t o n C o m m i t t e e o f E n q u i r y ( 1 9 8 4 ) : 
A l t h o u g h t h e r e a r e f i v e l e v e l s o f a s s i s t a n t t e a c h e r , 
t h e y do n o t i m p l y t h e c h a i n o f command f o u n d i n most 
i n d u s t r i a l and a d m i n i s t r a t i v e o r g a n i s a t i o n s and t h i s i s 
r e f l e c t e d i n t h e c o n s i d e r a b l e o v e r l a p p i n g o f t h e 
s c a l e s . A s s i s t a n t t e a c h e r s a r e n o t r e s p o n s i b l e t o 
t h e i r c o l l e a g u e s on t h e h i g e r s c a l e s e x c e p t where t h e s e 
a r e used t o r e c o g n i s e a r e s p o n s i b i l i t y s u ch as head o f 
d e p a r t m e n t . ( 3 ) 
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I n t h e new b i l l t h e s t r u c t u r e s and t r a p p i n g s o f 
l e a d e r s h i p based on ' l e g a l a u t h o r i t y ' a r e seen, b u t i t ' s 
i m p l e m e n t a t i o n may have t o be c a r r i e d o u t w i t h i n s t r u c t u r e s 
u s i n g o t h e r c u l t u r e s . C e r t a i n l y a head t e a c h e r ' s sound 
k n o w l e d g e o f t h e s t a t e o f t h e s c h o o l and i t ' s modes o f 
o p e r a t i o n w i l l p r o v i d e a v a l u a b l e s t a r t i n g p o i n t when 
i m p l e m e n t i n g change w i t h i n t h e s c h o o l . 
I n i t i a t i v e s , s u c h as t e s t i n g a t t h e ages o f 7, 1 1 , 14 and 
16, and t h e i n t r o d u c t i o n o f a n a t i o n a l c u r r i c u l u m a r e more 
p h i l o s o p h i c a l i n n a t u r e and t h e i r i m p a c t i n management t e r m s 
i s s m a l l when compared w i t h t h e i m p a c t o f 'open e n r o l m e n t ' , 
' s c h o o l based f i n a n c i a l management' ( v i r e m e n t ) , t h e 
i n c r e a s e d power and i n f l u e n c e o f g o v e r n o r s i n a l l m a t t e r s 
i n v o l v i n g t h e s c h o o l , and t h e p r o b a b i l i t y o f t h e s c h o o l 
l e a v i n g L o c a l A u t h o r i t y c o n t r o l . 
C e r t a i n l y t h e a r e a s f o r open c o n f l i c t have been w i d e n e d 
and head t e a c h e r s and management teams w i l l have t o become 
more aware o f t h e s e g r o w i n g i n f l u e n c e s f r o m o u t s i d e o f t h e 
t r a d i t i o n a l s c h o o l b o u n d a r i e s . 
T h i s may be an o p p o r t u n i t y t o move t o w a r d s t h e s i t u a t i o n 
m e n t i o n e d i n t h e c o n c l u s i o n t o t h e s u r v e y , w h i c h p r o p o s e d 
t h e r e m o v a l o f p r o t e c t i v e b o u n d a r i e s s e t up by s c h o o l s and 
t e a c h e r s . 
The n o t i o n o f open e n r o l m e n t w i l l p u t s c h o o l s i n t o d i r e c t 
c o m p e t i t i o n w i t h one a n o t h e r . No l o n g e r w i l l t h e r e be a 
' g u a r a n t e e d ' s h a r e o f a v a i l a b l e p u p i l s t o t a k e up p l a c e s i n 
e v e r y s c h o o l . , The i d e a o f a s c h o o l ' s r e p u t a t i o n a t t r a c t i n g 
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o r d i s u a d i n g a p p l i c a n t s i s e x p e c t e d t o p r o m o t e c o m p e t i t i o n 
b e t w e e n s c h o o l s i n o r d e r t o a t t r a c t p u p i l s . P u t t i n g a s i d e 
any s o c i a l o r p o l i t i c a l a r g u m e n t s o v e r t h i s p o l i c y , t e a c h e r s 
know t h a t t o change t h e r e p u t a t i o n o f a s c h o o l may t a k e many 
y e a r s , even i f i m p r o v e m e n t s i n a s c h o o l were i m m e d i a t e . 
Management w i t h i n s c h o o l s a r e now becoming aware o f t h e 
need t o i n v o l v e t h e l o c a l c o m m u n i t y i n what goes on i n t h e 
s c h o o l . The need t o a d v e r t i s e t h e s c h o o l ' s s t r o n g p o i n t s , 
t o g i v e t h e s c h o o l a h i g h p r o f i l e o f a c h i e v e m e n t and c a r e 
amongst p u p i l s and s t a f f i s bec o m i n g more e v i d e n t . The 
s c h o o l c l i m a t e now has t o r e a c h b e y o n d t h e b o u n d a r i e s o f t h e 
s c h o o l t o t h e p u b l i c . I f a s c h o o l i s t o f l o u r i s h , o r even 
s u r v i v e , u n d e r t h e s e new c o n d i t i o n s , t i m e and e f f o r t w i l l 
have t o be expended i n k e e p i n g p o t e n t i a l c u s t o m e r s i n f o r m e d 
o f s c h o o l a c t i v i t i e s and d e v e l o p m e n t s . The s c h o o l w h i c h 
f a i l s t o make s u c h an e f f o r t may f i n d i t s e l f o v e r t a k e n by-
o t h e r s i n t h e l o c a l i t y and may pay t h e p r i c e o f p o s s i b l e 
r e d u c t i o n i n numbers o f p u p i l s and f a c i l i t i e s o r even 
p o s s i b l e e x t i n c t i o n . 
I t i s p r o p o s e d t h a t v i r e m e n t , t h e f l e x i b l e use o f f u n d s , 
be g i v e n t o s c h o o l s ; L o c a l A u t h o r i t i e s p a s s i n g a l m o s t a l l 
e x p e n d i t u r e , r e l a t e d t o t h e s c h o o l , t o t h e g o v e r n i n g body 
and t h e head t e a c h e r . For many y e a r s s c h o o l s have p u z z l e d 
and c o m p l a i n e d o v e r b u r e a u c r a t i c d e l a y s and c o m p l e x i t i e s i n 
o b t a i n i n g a d e q u a t e r e s p o n s e t o r e q u e s t s f o r m a t e r i a l s a n d / o r 
s t a f f . Now t h e o p p o r t u n i t y t o spend a v a i l a b l e f u n d s on 
s c h o o l b a s e d p r i o r i t i e s has a r r i v e d . S c h o o l s ( t h a t i s t h e 
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head and g o v e r n o r s ) w i l l have t h e power to budget funds from 
g l o b a l a l l o w a n c e s . They may choose to use equipment f i n a n c e 
to p u r c h a s e e x t r a s t a f f or f o r e g o a member of s t a f f to 
o b t a i n e x t r a p h y s i c a l r e s o u r c e s . These a r e extreme 
examples, but the n o t i o n of f l e x i b l e f i n a n c i a l c o n t r o l i s 
welcomed, w i t h c e r t a i n r e s e r v a t i o n s , by many i n e d u c a t i o n . 
The main worry i s t h a t o v e r a l l f u n d i n g i n e d u c a t i o n w i l l 
c o n t i n u e t o f a l l l e a v i n g s c h o o l s and g o v e r n o r s w i t h t h e 
problems of what ' c u t s ' a r e t o be made. A second problem i s 
t h a t t h e head and g o v e r n o r s may not p o s s e s s t h e r e q u i r e d 
f i n a n c i a l s k i l l s t o h a n d l e s u c h l a r g e amounts. Even 
p r o v i d i n g t h a t the s k i l l e x i s t s , t h e work of f i n a n c i a l 
c o n t r o l w i l l t a k e some time of a member of s t a f f away from 
the e d u c a t i o n of c h i l d r e n . 
These p o i n t s were noted i n t h e . . . 
OPEN LETTER FROM PARENTS I N I T I A T I V E . JAN 1988. 
TO PARENT GOVERNORS 
LOCAL FINANCIAL MANAGEMENT (FINANCIAL DELEGATION) 
* • • 
* We a r e c o n c e r n e d t h a t t h e g o v e r n o r s and s t a f f w i l l 
spend time on f i n a n c i a l m a t t e r s and not on e d u c a t i o n a l 
m a t t e r s . 
* The PARENTS I N I T I A T I V E b e l i e v e s t h a t l o c a l f i n a n c i a l 
management c o u l d be good f o r s c h o o l s . Making i t work 
w i l l demand c a r e f u l p r e p a r a t i o n and t r a i n i n g and the 
p r o v i s i o n of s y m p a t h e t i c e x p e r t h e l p . 
* The r e s p o n s i b i l i t y of b e i n g a governor c o u l d become 
so onerous t h a t few w i l l v o l u n t e e r t h e i r time and 
s k i l l s . As w e l l a s b e i n g r e s p o n s i b l e f o r budget 
p l a n n i n g , g o v e r n o r s w i l l h i r e and f i r e s t a f f , t h e l o c a l 
a u t h o r i t y w i l l s t i l l be t h e employer. 
* D e l e g a t i o n of budgets w i l l work o n l y i f b a s i c 
r e s o u r c i n g i s adequate. I f not, i t becomes a mechanism 
f o r o f f - l o a d i n g onto ... g o v e r n o r s d i f f i c u l t d e c i s i o n s 
about i n a d e q u a t e r e s o u r c i n g . ( 4 ) 
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With t h e c o r r e c t t r a i n i n g of management, w i t h sound 
b u i l d i n g s and adequate f a c i l i t i e s a t t he o u t s e t and w i t h an 
a s s u r a n c e of s u f f i c i e n t l y m a i n t a i n e d f u n d i n g i n the f u t u r e , 
t h i s d e l e g a t i o n of f i n a n c i a l c o n t r o l t o the s c h o o l s w i l l be 
a welcomed s t e p . 
I f has been o b s e r v e d t h a t removing e l e m e n t s of c u r r i c u l u m 
c o n t r o l from s c h o o l s and i n s e r t i n g f i n a n c i a l d e c i s i o n 
making, t h e S e c r e t a r y of S t a t e i s removing t h a t a t w h i c h 
s c h o o l s a r e s k i l l e d and r e p l a c i n g i t w i t h t h a t f o r w h i c h 
t h e r e i s l i t t l e e x p e r t i s e . Management i n s c h o o l s must 
c o n s i d e r t h e p o s s i b l e a d v e r s e impact t h i s may have on t h e i r 
s c h o o l s and endeavour t o reduce i t t o a minimum. Jim Smith, 
the headmaster of A l l e r t o n s h i r e S c h o o l , North Y o r k s h i r e , 
wrote : 
... l e t me admit t h a t I am no f i n a n c i a l e x p e r t . I 
b e g i n t o wonder whether I have the n e c e s s a r y 
q u a l i f i c a t i o n s t o h a n d l e s u c h l a r g e sums of money 
e f f e c t i v e l y . I t i s c e r t a i n l y c l e a r t h a t n e i t h e r l o c a l 
nor c e n t r a l Government i n t e n d t o p r o v i d e s c h o o l s w i t h 
a d d i t i o n a l funds t o ' b u y - i n ' any e x p e r t i s e i n f i n a n c i a l 
management. 
... l o c a l a u t h o r i t i e s ... the message t h a t t h e y seem 
to be g i v i n g t o c e n t r a l Government i s t o p r o c e e d w i t h 
c a u t i o n and s e n s i t i v i t y . They s u g g e s t t h a t t o do 
o t h e r w i s e c o u l d s e r i o u s l y undermine t h e e f f e c t i v e n e s s 
of the whole management p r o c e s s w i t h i n a s c h o o l . Were 
t h i s t o happen i t would be t h e whole s c h o o l t h a t would 
s u f f e r . ( 5 ) 
Management teams i n s c h o o l s w i l l soon have t o r e s p o n d t o , 
and work w i t h a more i n f l u e n t i a l g o v e r n i n g body. The 
E d u c a t i o n Reform B i l l a l l o w s f o r more p a r e n t a l p a r t i c i p a t i o n 
on g o v e r n i n g b o d i e s , and the g o v e r n i n g body i t s e l f i s to be 
endowed w i t h g r e a t e r powers of s a n c t i o n and c o n t r o l o ver 
m a t t e r s of the s c h o o l l i f e . 
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Not l e a s t o f t h e p o s s i b l i t i e s o f a c t i o n s from governors 
i s t h a t t h e process o f ' o p t i n g o u t ' o f t h e s t a t e system may 
be i n i t i a t e d by p a r e n t s and g o v e r n o r s , and even c a r r i e d 
t h r o u g h w i t h o u t t h e s u p p o r t o f the s t a f f o f t h e s c h o o l . 
T h i s would cause many problems w i t h i n t h e sc h o o l as t h e 
c r i t e r i a o f management of t h e e s t a b l i s h m e n t would be 
a l t e r e d , w i t h g r e a t e r emphasis b e i n g p l a c e d on f i n a n c i a l 
s u r v i v a l , e n t r y p o l i c y , s t a f f c o n t r a c t s o f s e r v i c e and t h e 
i m p l i c a t i o n s o f h i r i n g and f i r i n g s t a f f . 
As Kenneth„Baker p o i n t e d o u t i n an i n t e r v i e w w i t h a 
r e p o r t e r from a new magazine; School Governor: 
... The g o v e r n i n g bodies o f secondary or l a r g e 
p r i m a r y s c h o o l s w i l l have d e l e g a t e d r e s p o n s i b i l i t y f o r 
most o f t h e sc h o o l ' s c u r r e n t budget, t h e l e g a l d u t y o f 
managing t h e budget w i l l l i e w i t h t h e go v e r n o r s . Now 
i n p r a c t i c e t h e y may decide t o e x e r c i s e t h e i r 
r e s p o n s i b i l i t y by s e t t i n g o v e r a l l g u i d e l i n e s , and 
d e l e g a t i n g day-to-day d e c i s i o n s t o t h e headteacher. I 
t h i n k t h a t ' s what w i l l happen. I n those s c h o o l s where 
you've got d e l e g a t e d budgets, t h e head w i l l be v e r y 
much i n charge. But answerable t o t h e go v e r n o r s . 
The g o v e r n i n g body w i l l a l s o be r e s p o n s i b l e f o r t h e 
appointment and d i s m i s s a l o f t e a c h i n g s t a f f , i n 
c o n s u l t a t i o n w i t h t h e LEA. Again I t h i n k a g r e a t d e a l 
o f t h a t r e s p o n s i b i l i t y w i l l be passed t o t h e head and 
deputy head p o s s i b l y w o r k i n g t o g e t h e r . I t must be a 
r e l a t i o n s h i p based on t r u s t as much o f t h e day-to-day 
e x e r c i s e o f t h a t r e s p o n s i b i l i t y w i l l be l e f t i n t h e 
hands o f t h e head and h i s deputy. 
... l e g a l l y t h e power i s going t o t h e g o v e r n i n g 
b o d i e s . I f t h e y have a head who j u s t won't l i s t e n t o 
them, t h e y w i l l i n t h e end be a b l e t o say, "You must 
l i s t e n t o us, because t h e budget i s coming t o us not t o 
you." They w i l l have t h e enhancement of power. (6) 
Each o f t h e p r o p o s a l s o f t h e new E d u c a t i o n Reform B i l l 
w i l l have a r e q u i r e d response i n management be h a v i o u r . 
Whether i t i s i n r e o r g a n i s i n g t h e s t r u c t u r e o f t h e school t o 
match t h e new pay s c a l e s , or m o d i f y i n g c u r r i c u l u m p r o v i s i o n 
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t o comply w i t h t h e proposed n a t i o n a l c u r r i c u l u m , or making 
p r o v i s i o n f o r t e s t i n g a t the s t a t e d age l e v e l s , o r p x o v i d i n g 
s t a f f t o cope w i t h t h e new t a s k s o f school p r o m o t i o n and 
f i n a n c i a l c o n t r o l , changes w i l l be e s s e n t i a l . The b i l l has 
t h r u s t i n t o t h e e d u c a t i o n a l system t h o u g h t s on changes which 
are r e v o l u t i o n a r y i n t h a t t h e y do not match w i t h t h e 
' n a t u r a l ' a d a p t i v e changes which have been t h e norm f o r 
schoo l s i n the p a s t . 
Many changes have been i n t r o d u c e d i n t h e pas t i n 
e d u c a t i o n b u t , o f t e n , these have been i n t r o d u c e d i n a 
piecemeal f a s h i o n a l l o w i n g s c h o o l s t o adapt and s t a f f t o 
a s s i m i l a t e t h e new i d e a s . M o s t l y these new ideas have been 
based on changes i n t h e academic n a t u r e o f t h e s c h o o l . I n 
t h i s b i l l we have changes which are p r e d o m i n a n t l y m a n a g e r i a l 
i n n a t u r e . T h i s focus on management may be o f b e n e f i t as 
th e need f o r adequate t r a i n i n g i n t h e f i e l d o f management of 
schoo l s w i l l be h i g h l i g h t e d . 
No l o n g e r w i l l i t be p o s s i b l e t o t a k e a t e a c h e r o u t o f a 
classroom and expect him t o p e r f o r m as a manager of what may 
be a ' m i l l i o n pound b u s i n e s s ' . T r a i n i n g i n management 
t h e o r y w i l l become a necessary element of t h e head t e a c h e r ' s 
equipment along w i t h t h e more prag m a t i c s k i l l s o f f i n a n c i a l 
c o n t r o l , p u b l i c r e l a t i o n s , l e a d e r s h i p and d e l e g a t i o n 
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10 GENERAL QUESTIONS 
1. What do you c o n s i d e r t o be t h e m a i n f u n c t i o n o f t h e 
management o f t h e s c h o o l ? 
2. Which p o s i t i o n s w o u l d y o u c o n s i d e r t o be t h e MIDDLE 
MANAGEMENT and w h i c h TOP MANAGEMENT? 
3. Who do you c o n s i d e r t o be t h e l e a d e r s i n t h e s c h o o l ? 
4. Who i n t h e s c h o o l makes t h e d e c i s i o n s ? 
5. To whom do y o u go f o r a d v i c e ? 
6. Who i n t h e s c h o o l i s most i n f l u e n t i a l ( o t h e r t h a n t h e Head) 
7. What do you c o n s i d e r t o be t h e most d i f f i c u l t p a r t o f t h e 
manager's j o b ? 
8. Do y o u f e e l t h a t t h e r e a r e s u f f i c i e n t f e m a l e managers? 
9. What do y o u t h i n k c a u s e s some p e o p l e t o be c l a s s e d as 
managers? . o r . What do you t h i n k g i v e s t h e manager h i s 
power; money, s k i l l , e t c . ? 
10. A r e you aware o f t h e i r / y o u r j o b d e s c r i p t i o n r e q u i r e m e n t s 
and how c l o s e l y do y o u t h i n k t h e y / y o u a d h e r e t o t h i s l i s t ? 
I s t h e r e any p o i n t y o u w o u l d l i k e t o make t o c l a r i f y y o u r p o i n t o f 
v i e w on managers o f t h i s s c h o o l ? 
PERCEPTIONS OF MIDDLE MANAGERS 




1. What do y o u c o n s i d e r t o be t h e m a i n f u n c t i o n o f t h e 
management o f t h e s c h o o l ? 
Answers t o t h i s q u e s t i o n were v a r i e d b u t were g r o u p e d i n 
t h e c l a s s i f i c a t i o n s b e l o w . They a r e a r r a n g e d i n d e s c e n d i n g o r d e r o 
f r e q u e n c y o f t h e r e s p o n s e s o f t o p management ( a s d e f i n e d i n Q.2.) 
A. To e n s u r e a d e q u a t e t e a c h i n g and f a c i l i t i e s ... 
B. To c o n s i d e r o p i n i o n s o f o t h e r s and e n a b l e p a r t i c i p a t i o n 
C. To c o n s i d e r t h e w e l l - b e i n g o f s t a f f and c h i l d r e n ... 
D. To i n i t i a t e new d e v e l o p m e n t s ... 
E. To m a i n t a i n t h e aims and o b j e c t i v e s o f t h e s c h o o l ... 
F. The c o o r d i n a t i o n o f s t a f f : e v e r y d a y r u n n i n g o f t h e schoo 
G. To d e v e l o p and i m p l e m e n t s t r u c t u r e ... 
H. To be a c c o u n t a b l e . . . 
I . To o v e r s e e d i s c i p l i n e ... 
J. To e n a b l e / e n s u r e e x t r a - c u r r i c u l a r a c t i v i t i e s ... 
K. To be a f a c i l i t a t o r o f t r a i n i n g ... 
L. To make d e c i s i o n s ... 
M. To s e t s t a n d a r d s f o r o t h e r s ... 
N. To be a p r o b l e m s o l v e r f o r t h e s t a f f ... 
0. DON'T KNOW ... 
The p r o f i l e s o f t h e r e s p o n s e s can be seen i n FIG. Q l . 
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QUESTION 1. ( F I G . Q l ) 
TOP MANAGEMENT'S PERCEPTIONS OF 
MANAGEMENT FUNCTIONS 
^* * * — 
- t - - t - - t - - t - - t - - t - - t - - t - - t - - t - - t - - t - - t - - t " t - - t - - t - - t v t " t - - ^ - - t ^ - - t - - » " t - - * ^ T = ^ 
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CLASSIFICATIONS AS LISTED ABOVE 
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CLASSIFICATIONS AS LISTED ABOVE 
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A B C D E F G H I J K L K N O 
CLASSIFICATIONS AS LISTED ABOVE 
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2. Which p o s i t i o n s w o u l d y o u c o n s i d e r t o be t h e MIDDLE 
MANAGEMENT and w h i c h TOP MANAGEMENT? 
The r e s u l t s o f t h i s q u e s t i o n a r e g i v e n i n FIG. Q2. Sample an s w e r s a r e 
o f f e r e d b e l o w t h e d i a g r a m . 
(FIG. QU 
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".. anyone with scale 2 or 3" (Head) 
"It's going away from heads of smaller departments .. towards subject coordinators." (S.T.) 
" I would put a *?' next to Head of Year." (scale 1) 
"Heads of department can have very strong positions also, particularly on curriculum matters." (scale 1) 
"Middle management? Year tutors and some Heads of department." (scale 3) 
"Heads of department do not come into management - I don't think they see their job in the same light," 
(H.O.Year scale 3) 
"I've never heard of i t ! " (scale 2) 
"There is no middle management, You can only have top management." (S.T.) 
" I exclude Heads of Year (from middle management) since they do not have the same role ... I dont think Heads 
of Department are managers in this school since Heads of Faculty remove this job" (scale 3) 
" I am reluctant to include Head of Department as middle, I would class i t as lower. " (scale 1) 
"The-HoY- and HoD operating through the Deputies feel they a re" "not as involved as they should be." (Dept.) 
"HoD are not included. They obviously have something to do with curriculum ... I was thinking of management in 
terms of relationships rather than the academic side." (supply T.) 
"Top management; the Head without doubt, in certain situations. Head and Deputies." (Dept.) 
"The Head of Maths has about 4 teachers so he is middle management." (scale 1) 
" I see all teachers as middle managers." (Head) 
" I think there is a clearly recognisable second tier of Year Heads, Departmental leaders and, these days, a 
clearly defined cabinet." (Adviser) 
"Those (top) three people take responsibility for a lot more than just their own teaching." (scale 1) 
"Senior management are office-bound by paperwork, they are superclerks and accountants, doing work needed to be 
done." (scale 3) 
"The two Senior Teachers are not senior managers. They do not seem to do very much. I see the Heads of 
Department above Senior Teachers." (scale 1) 
" I don't believe the Head has the right to make decisions on curriculum development. He has responsibility for 
staffing and resources." (scale 1) 
" I was once told that middle management was scale 3 and above." (scale 1) 
" I don't think I consider Heads of Department to be middle managers." (scale 2) 
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3. Who do you c o n s i d e r t o be t h e l e a d e r s i n t h e s c h o o l ? 
The d i s t r i b u t i o n o f p e r c e i v e d l e a d e r s a r e shown i n FIG. Q3. Sample 
comments a r e g i v e n b e l o w . 
(PIG. Q3.) 
NEGATIVE LEADERSHIP POSITIVE LEADERSHIP 
. . . 
HEAD MASTER 0(IO( (11)01) OOOOOOOOOOOOOOOOOOOOOOOOOOOOOOOOOO 
A 17. . 
DEPUTY HEADS 0( (11)00 OOOOOOOOOOOOOOOOOOOOOOOOOOOOOOOOOOO!) 
.3 18. . 
SENIOR TEACHERS 01 DIHIO OOOOOOOODOOOOOOOOOOO 







HEADS OF DEPARTMENT [iiHiiiiiiiiwiiiiHiititiiiiiiiiiiiiiiitiiiiiiiiiiitiiHitiiiiinmBiiitiiiiiiiiitiiiiiiiii 








"OH" = 1 RESPONSE. 
00 IIOOIIOOOOOIIOOOOIIOODOOIIO 
I D . . 
11. , 
" I don't believe, at this moment, in this school, there are any natural leaders in the top management." (scale 
1) 
"The union man is a leader" (scale 1) 
"The leaders in a school are not necessarily the top or middle managers or Heads of Department etc. It's those 
who get up an say 'let's do something' ,,." (scale 2) 
"The two Deputies are ... It tends to be senior management here. There is a lot of apathy elsewhere." (S.T.) 
"Those like myself (in top management team) who people look to for leadership ... I suppose there are others in 
the school in a minor sense" (Head) 
"Hany do display leadership qualities," (scale 3) 
"I've not really thought about i t before," (scale 4) 
"They (top management) do their job well and inspire others to do the same," (scale 2) 
"The Head's attitude takes away the function of other leaders ... The best thing about him is that the saff are 
united .. against him." (scale 1) 
"There are more than I have said, but I'm not sure whether I should include them. - Where are they leading to?" 
(scale 3) 
" I see li t t l e of him., supposed to be in charge of communications, but I don't know what he does, So much for 
communications!" (scale 1) 
"In pastoral areas the three Heads of Year really are the major leaders." (scale 1) 
" I don't think leadership in the school is tied to position. I t is the people who are prepared to make things 
happen." (Head) 
"There are also leaders of opinion in the staffroom, not necessarily the kind of leadership we want." (Dept.) 
"If the Head's not the leader in the school, then there's something wrong ..." (Head) 
"The natural leaders are those who are respected and esteemed ... they could be anyone - scale I teachers." 
(Adviser) 
"The Headmaster is the best leader in this school." (scale 3) 
" I know who the leaders should be, but they are not always who turn out to be the leaders." (scale 3) 
"The Headmaster is a negative leader" (scale 1) 
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4. Who i n t h e s c h o o l makes t h e d e c i s i o n s ? 








HEADS OF FACULTY 
HEADS OF DEPARTMENT 
HEADS OF YEAR 
OTHER SCALES 
ALL STAFF 










"Deputy Head and Senior Master.. They are in competition." (scale 1) 
"Within departments it's obviously the Heads of Department." (scale 2) 
" I think the two Deputies here ... The Head just agrees." (S.T.) 
" I have to take them, but I think I rarely make any sort of decision without appropriate consultation." (Head) 
"Ultimately we only have one boss .. a very strong Head here." (scale 3) 
"Middle management make their own decisions about the day-to-day running pf their own departments." (scale 3) 
"Who doesn't?" (scale 3) 
"The Head would like to think i t him. But he acts on the advice of others." (scale 2) 
"From Deputy Head down your hands are tied." (scale 3) 
"The Head makes the decisions and encourages a kind of democracy which isn't genuine," (scale 2) 
"... all decisions in 'idea' form are taken to the Head, He will decide," (scale 4) 
"You feel that you're making the decisions. But I often feel they are made before hand and you are being 
steered toward that decision." (scale 3) 
"It is definitely not an autocratic school." (scale 1) 
"The difficulty here is to persuade people that, in fact, i t is not those people that they think are making the 
decisions." (Head) 
"He (the Head) is very autocratic, though he does consult much more than he used to do." (Dept.) 
"Staff development will never work under an autocratic Head." (Dept.) 
"A lot of collective decision making" (scale 1) 
"Heads of Year are making decisions in their own areas. If you're not delegating you're not doing your job as a 
manager." (Head) 
"... discussed at all levels but ultimately i t (decision making) lies with the Head." (scale 3) 
"The Head is quite dominant in tens of policy." (scale 4) 
"The Head! I have heard that, at meetings, if people do not agree with him, he just shelves the idea and i t 
comes out later as a decision." (scale 2) 
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5. To whom do you go f o r a d v i c e ? 
The r e s p o n s e s to t h i s q u e s t i o n were c a t e g o r i s e d i n r e l a t i o n to the 
respon d e n t to de t e r m i n e i f t h e r e was a r e c o g n i s e d acknowledgement of 
e x p e r t i s e i n the h i e r a r c h y . R e s u l t s a r e shown i n F I G . Q5, Sample 
comments a r e l i s t e d below. 
( F I G . Q5.) 
LEVELS AT WHICH ADVICE I S SOUGHT 
ABOVE 
PEER GROUP 




• U S E E ) 
OOOOt )OOQ 
N e g a t i v e r e s p o n s e s "X" i n c l u d e t h e f o l l o w i n g : 
" A d v i s e r s " ; "No-one"; "the Head"; "No-one i n t h i s s c h o o l " ; 
"No-one"; "Never t h e Head"; "Few p e o p l e " ; "No-one". 
"To t h e Deputy Head ,,. I would go to a c h i l d and a s k a d v i c e , w h i c h i s what we do. Be have a p u p i l Forum." 
( l e a d ) 
"The H e a d m a s t e r i s u n p o p u l a r but you c a n go t o him f o r p r o f e s s i o n a l a d v i c e . " ( s c a l e 2) 
"Whoever c a n h e l p a e . " ( D e p t . ) 
"Depends on t h e a d v i c e I ' n w a n t i n g . " ( s c a l e 1) 
" D i f f i c u l t f o r h e a d s ! ... f o r a d v i c e ... s u r e l y ' t h e buck s t o p s h e r e ' ? " (Head) 
" Q u i t e o f t e n t o an o l d e r woman t e a c h e r ... I f i n d d e a l i n g w i t h d i f f i c u l t g i r l s i s beyond me!" ( D e p t . ) 
"Anyone. I'm t h e f i r s t t o a d m i t t h a t i n many a r e a s I'm n o t a t a l l an e x p e r t . " (Head) 
" I d o n ' t go to t h e Head." ( S . T . ) 
" I bounce i d e a s o f f my s e c o n d i n d e p a r t m e n t . " ( s c a l e 4) 
"The Deputy Head. He has done s i m i l a r work and I would g e t p r a c t i c a l a d v i c e . " ( s c a l e 4) 
"M o s t l y i n t h e d e p a r t m e n t . I f I go t o them t h e y a r e more l i k e l y to come t o me w i t h t h e i r p r o b l e m s . " ( s c a l e 3) 
"The Head and S e n i o r M a s t e r . Then I go to whoever t h e e x p e r t i s ... no man c a n have a l l l e v e l s o f knowledge." 
( S . T . ) 
" I j u s t l e t o f f steam i n t h e s t a f f r o o m . " ( s c a l e 1) 
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QUESTION 6. 
6. Who i n the s c h o o l i s most i n f l u e n t i a l ( o t h e r t h a n the Head)? 
R e s u l t s a r e shown i n F I G . Q6. Sample answers a r e o f f e r e d below the 
diagram. 
( F I G . Q6.) 
INFLUENCE 
• NEGATIVE FACTOR 
WITHIM THE SCHOOL 
P O S I T I V E FACTOR 
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(IIIIIOOOOIIIIIIIIIXIOIK) 
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. . .3. . 
OTHER SCALES 
DON'T KNOW 
2, , , , 
(1000 OOIIOOIIOOIIIIOOOO 
•000000 
"CD" = 1 RESPONSE, 
"Deputy Head ... a r e s p e c t e d p e r s o n . " ( A d v i s e r ) 
"Deputy Head ... e s p e c i a l l y when you m e n t i o n e d t h e ' t o n e ' of t h e s c h o o l . " ( s c a l e 1) 
"Group i n f l u e n c e o f s e n i o r management." ( s c a l e 3) 
"You a r e l u c k y i f you have p e o p l e who a r e h o n e s t l y i n f l u e n t i a l . " (Head) 
" I d o n ' t t h i n k i t ' s p o s s i b l e t o a n s w e r t h a t one." ( D e p t . ) 
" W i t h o u t doubt t h e two D e p u t i e s . " ( D e p t . ) 
" H o n e s t l y I c o u l d n o t s a y . " ( s u p p l y T.) 
"The p r o f e s s i o n a l a s s o c i a t i o n s a r e h a v i n g r a t h e r an i n f l u e n c e i n t h e way t h i n g s o c c u r a t s c h o o l . " (Head) 
"The ( u n i o n ) Rep. h a s been a l l o w e d t o have an i n f l u e n c e on t h i n g s - a n e g a t i v e i n f l u e n c e . " ( S . T . ) 
" D e p u t i e s ! ... c a n i mplement q u i t e e a s i l y t h e i r i d e a s v i a s c h o o l p o l i c y . " ( s c a l e 2) 
"New p o l i c y t e n d s t o go t h r o u g h Heads of Y e a r r a t h e r t h a n Heads of D e p a r t m e n t . " ( s c a l e 4) 
" N e i t h e r of t h e Deputy Heads seem to have any i n f l u e n c e . " ( s c a l e 3) 
" C e r t a i n p e o p l e must have had a l o t of ' c l o u t ' . C e r t a i n t h i n g s ... took p l a c e w h i c h o n l y t h e y w a nted." ( s c a l e 
2) 
"Head of B a s i c S k i l l s i s a l s o an i n f l u e n t i a l p e r s o n - more a r e s u l t of h i s c h a r a c t e r , " ( s c a l e 1) 
"Most i n f l u e n c e i s e x e r t e d v i a t h e p a s t o r a l s y s t e m . " ( s c a l e 2) 
"Heads o f Dep a r t m e n t g e n e r a l l y b u t no p a r t i c u l a r i n d i v i d u a l , " ( s c a l e 1) 
"The U n i o n Han - he ' s i n f l u e n t i a l b e c a u s e p o l i t i c s i s b e g i n n i n g t o h o l d a l a r g e sway." ( s c a l e 2) 
"Very d i f f i c u l t ! ... I would n o t l i k e t o s a y . " ( s c a l e 1) 
"Union Reps, have s t o p p e d t h e Head from d o i n g some f o o l i s h t h i n g s , " ( s c a l e 1) 
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QUESTION 7. 
7. What do you c o n s i d e r to be the most d i f f i c u l t p a r t of t h e 
manager's j o b ? 
Answers to t h i s q u e s t i o n were v a r i e d but were grouped i n t o 
the c l a s s i f i c a t i o n s below. They a r e a r r a n g e d i n d e s c e n d i n g o r d e r of 
f r e q u e n c y of top management r e s p o n s e s . 
A Time and c o n f l i c t i n g demands upon i t . 
B Responding to the demands of 'change'. 
C M a i n t a i n i n g a good c l i m a t e : "Keeping e v e r y o n e happy" 
D A c t i n g as 'mediator' and c o o p e r a t i n g w i t h o t h e r s . 
E Managing and m o t i v a t i n g o t h e r s t o get the ' b e s t ' f r o m them. 
F B e i ng a b l e to l o o k a t t h e j o b from o u t s i d e immediate needs 
G M a i n t a i n i n g e f f e c t i v e communications. 
H Managing Union d i s r u p t i o n . 
I Paperwork! 
J E f f e c t i v e l y d e a l i n g w i t h problem c h i l d r e n .. D i s c i p l i n e ! 
COMMENTS: 
" O t h e r ' s p r o b l e m s n o t known ,.. I ' v e g o t enough t o keep my own head above w a t e r , l e t a l o n e w o r r y a b o u t t h e i r 
p r o b l e m s " ( s c a l e 1 ) 
"Main t h i n g i s t i m e .," ( s c a l e 3 ) 
"Tg keep a l l o f t h e p e o p l e happy a l l of t h e t i m e , where p o s s i b l e , " ( D e p t . ) 
" T e l l i n g o t h e r p e o p l e t h a t you d o n ' t a p p r o v e o f t h e way t h e y do t h i n g s . " ( s c a l e 1) 
"You ' r e managing w i t h your hands t i e d b e h i n d y o u r b a c k . " (Head) 
" M o t i v a t i o n i s n o t e a s y . I t ' s n o t g e t t i n g b e t t e r , i t ' s g e t t i n g w o r s e . " ( D e p t . ) 
".. i s t o l e t them ( s t a f f ) s e e t h e y a r e o n l y p a r t o f t h e p i c t u r e , you s e e t h e whole p i c t u r e . " ( s u p p l y T.) 
" T h e r e ' s n ot enough h o u r s i n t h e day!" ( S . T . ) 
"Time t o do t h i n g s t h a t need t o be done" (Head) 
"Time! L a c k o f t i m e and too much t o do." ( s c a l e 3) 
" I g e t a l i t t l e f r u s t r a t e d a t t i m e s w i t h c o l l e a g u e s who s t i l l s e e t h e j o b a s i t was 10-15 y e a r s ago" ( s c a l e 3) 
"I'm a d o e r r a t h e r t h a n a p a p e r w o r k e r ! " ( s c a l e 4 ) 
" D e a l i n g w i t h k i d s who have been p a s s e d on to them by o t h e r s t a f f " ( s c a l e 2) 
"To command r e s p e c t y e t not r e m a i n so a l o o f t h a t y o u ' r e not a p a r t from what i s g o i n g on." ( s c a l e 1) 
"Co m m u n i c a t i o n s i s one of t h e most d i f f i c u l t . " ( s c a l e 3 ) 
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QUESTION 7. ( F I G . Q7) 
TOP MANAGEMENT'S PERCEPTIONS OF 
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8. Do you f e e l t h a t t h e r e a r e s u f f i c i e n t female managers? 
Due to the n a t u r e of t h i s q u e s t i o n i t was d e c i d e d to 
a n a l y s e t h e r e s u l t s i n two ways. F i r s t l y to s i m p l y c l a s s i f y the 
'yes/no' answers by s c a l e p o s t , s e c o n d l y to c a t e g o r i s e the 
p e r c e i v e d r e a s o n s f o r n e g a t i v e r e s p o n s e s . The c a t e g o r i e s a r e 
shown below, and the r e s u l t s a r e d i s p l a y e d i n F I G . Q8. 
A. P r e j u d i c e and/or h i s t o r i c a l i n f l u e n c e s . 
B. Lack of female a g g r e s s i o n and c o m p e t i t i v e n e s s . 
C. Females l a c k i n g i n s k i l l s . 
D. F a m i l y r e s p o n s i b i l i t i e s and p r i o r i t i e s . 
E. The n e g a t i v e e f f e c t of the 'Equal O p p o r t u n i t i e s B i l l ' . 
F. S t e r e o t y p i n g . 
COMMENTS: 
"We have o u r s e l v e s t o blame. Women t e n d to be t i e d to husba n d s and s t a y t oo l o n g i n one j o b , Hen a r e p r e p a r e d 
to move." ( s c a l e 1 ) , F . 
"Hen a r e s o r e a g g r e s s i v e i n a p p l i c a t i o n and r e s e n t f u l of c o m p e t i t i o n . " ( s c a l e 3 ) . F . 
" A l t h o u g h r e c o g n i s i n g t h o s e who a r e v e r y good, t h e i m p r e s s i o n i s t h a t t h e y (somen) a r e g e n e r a l l y l e s s 
e f f e c t i v e . " ( s c a l e 3) .H. 
"We need e q u a l i t y , not j u s t f o r t h e g i r l s b ut f o r t h e bo y s , b e c a u s e i f t h e i r p e r c e p t i o n i s t h a t men a r e t h e 
b o s s e s and women a r e t h e w o r k e r s t h a t i s t h e way t h e y w i l l go o u t i n t o s o c i e t y and t r e a t women." ( s c a l e 2 ) . F . 
"Sometimes women f e e l t h e y a r e not good enough t h e m s e l v e s , " ( s c a l e 4 ) . F . 
"A woman w i l l a d m i t t o a pro b l e m more r e a d i l y t h a n a man and may c r e a t e t h e i m p r e s s i o n of i n a b i l i t y , " ( s c a l e 
4 ) . F . 
" T h e r e c o u l d be more ,., but w h e t h e r t h e r e i s t h e r e s e r v o i r e o f a b i l i t y t o have more women who p u s h t h e m s e l v e s 
..." ( S . T . ) . H . 
"., l a s t s c h o o l was v e r y bad, o n l y one Head o f d e p a r t m e n t was f e m a l e . A l l men g o t p o s t s and p e r k s ( c o u r s e s 
e t c . ) . ' ' ( s c a l e 1 ) , F . 
" ( I n s e n i o r management) t h e r e i s o n l y one o u t o f s e v e n ( f e m a l e ) . " ( s c a l e l ) . H . 
"One o r two would make good managers b u t a r e n o t i n t e r e s t e d i n t h a t s i d e o f i t . " ( s c a l e 2 ) , F . 
" I know t h a t f o r t h e j o b s o f Heads o f y e a r , no f e m a l e put i n f o r them." ( s c a l e 2 ) . F . 
" I f I had gone o u t of t e a c h i n g and come back I would n ot hav e been i n t h i s ' e l e v a t e d ' p o s i t i o n , T h e y ' r e a s good 
a s men so l o n g a s t h e y ' r e not g o i n g o f f f o r s i x months a t a ti m e t o hav e c h i l d r e n . " ( s c a l e 3 ) , F , 
"Maybe b e i n g a manager ,,. c a l l s f o r a 'h a r d , g o - g e t t i n g ' k i n d o f a t t i t u d e w h i c h many women d o n ' t a c t u a l l y 
d i s p l a y . " ( s c a l e 2 ) . F . 
"Women a r e a l o t more c o n s c i e n t i o u s and o r g a n i s e d t h a n men." ( s c a l e 4 ) . H . 
"The l e a d e r s ( I ) i d e n t i f i e d were a l l men!" ( s c a l e 4 ) , H . 
"The s t a f f r o o m i s l i k e a W.I." ( s c a l e 3 ) . H . 
"When you l o o k a t s e n i o r management t h e r e i s o n l y one woman, S e n i o r t e a c h e r , and she i s not g i v e n a p l a c e on 
the top management c o m m i t t e e . " ( s c a l e 1 ) . F . 
"When I a d v e r t i s e d f o r my l a s t S e c o n d M a s t e r / H i s t r e s s we had o v e r 200 a p p l i c a t i o n s and I t h i n k 10 were from 
f e m a l e s , " (Head).H. 
"Top woman i s on s c a l e 4, I t g i v e s t h e wrong s i g n a l s t o t h e k i d s and f e m a l e s t a f f , " ( D e p t . ) . H . 
"We have some good women who j u s t d o n ' t push t h e m s e l v e s . " ( D e p t . ) . H . 
"They (women) a r e r e a c t i v e r a t h e r t h a n p r o a c t i v e . " ( D e p t . ) . H . 
" I f y o u ' r e g o i n g t o l o o k f o r a c a r e e r i n management t h e n y o u r f a m i l y have t o t a k e s e c o n d p l a c e , " ( S . T . ) . F . 
" I may be o l d f a s h i o n e d but ., m a l e s r e l a t e t o mens' p r o b l e m s and l a d i e s to l a d i e s ' p r o b l e m s and g i r l s ' 
p r o b l e m s . " ( H e a d ) . K . 
"The r i g h t s o r t o f p e r s o n does n o t come f o r w a r d p a r t i c u l a r l y i f i t means t a k i n g on e x t r a work o r e x t r a 
r e s p o n s i b i l i t y . " (Head).H. 
" I t h i n k t h e l e g i s l a t i o n was wrong. One Deputy s h o u l d be f e m a l e . " ( s c a l e 1 ) . F . 
" H e a r - s a y o f a male ' l e a d e r ' . . . ' I t ' s n i c e t o know t h a t t h e l a d i e s r e a l i s e t h a t t h e men have t o g e t on'," 
( s c a l e 1 ) . F . 
" G i r l s a r e more c o m f o r t a b l e w i t h f e m a l e s t a f f . " ( s c a l e 2).H. 
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QUESTION 8. 
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QUESTION 9. 
9. What do you t h i n k c a u s e s some people to be c l a s s e d as 
managers? .or. What do you t h i n k g i v e s the manager h i s 
power; money, s k i l l , e t c . ? 
Answers t o t h i s q u e s t i o n were v a r i e d but were grouped i n t o the 
c l a s s i f i c a t i o n s below. They a r e a r r a n g e d i n d e s c e n d i n g o r d e r of 
f r e q u e n c y of top managements' r e s p o n s e s . 
A. S k i l l ! Has proven s u c c e s s f u l i n t h e p a s t : a c h i e v e r s . 
B. The p o s i t i o n h e l d . 
C. Being s u p p o r t i v e of s t a f f and c o n s i d e r a t e of t he needs of 
the p e r s o n . 
D. The p e r s o n a l i t y of the i n d i v i d u a l . 
E. C o n s i d e r a t e of t he need f o r in v o l v e m e n t of s t a f f e t c . 
F. D e t e r m i n a t i o n to s u c c e e d ; a m b i t i o u s . 
G. L e a d i n g by example. 
COMMENTS: 
"The p o s i t i o n t h a t t h e y h o l d . You c a r r y o ut i n s t r u c t i o n s b e c a u s e t h e y a r e t h e ones r e s p o n s i b l e . " ( s c a l e 1| 
" S t a f f w i l l f o l l o w p e o p l e who w i l l h e l p t h e i and s u p p o r t t h e n . " ( S . T . ) 
" I t i s n o t s a l a r y s c a l e - t h e y l i k e managers to be s u c c e s s f u l i n t h e i r a c t i o n s . " ( S . T . ) 
"They have d r i v e and l e a d e r s h i p q u a l i t i e s . They have t i m e t o d e a l w i t h p e o p l e t o o , .. S y m p a t h e t i c , f i r m and 
k i n d . " (Head) _ 
" I t c o n e s back t o s k i l l and p e r s o n a l i t y , n o t s t a t u s ! " ( H e a d ) 
"They must have e a r n e d t h a t p o s i t i o n i n s c h o o l . " ( s c a l e 1) 
" I would c l a s s anyone a s a manager i f t h e y c o u l d i n f l u e n c e t h e c o u r s e o f a c t i o n . " ( s c a l e 1) 
" I r e s p e c t them f o r what t h e y do i n t h e c l a s s r o o m .. a good r e l a t i o n s h i p w i t h c h i l d r e n . " ( s c a l e 1) 
"When you b o i l i t down t h e head h a s no power o t h e r t h a n h i s own p e r s o n a l i t y . " (Head) 
"Some p e o p l e c l a s s o t h e r s a s managers b e c a u s e of t h e s t a t u s t h a t t h e y h a v e . " ( D e p t . ) 
"The p r o b l e m i s t h e f u r t h e r down t h e s c a l e you l o o k , t h e l e s s p e o p l e t h i n k o f you ( t h e D e p t . ) a s a manager." 
( D e p t . ) 
" B a s i c a l l y , p o s i t i o n g i v e s you power; Union o f f i c i a l o r s c a l e 4," ( s u p p l y T.) 
"Some t h i n k , O t h e r s go ahead and do i t ! Good r e s u l t s g a i n power." ( s c a l e 3) 
" S k i l l i n r e l a t i o n s h i p w i t h o t h e r s . " ( s c a l e 3) 
"You have t o be r u t h l e s s a s a manager and not r e l a t e p e r s o n a l l y to p e o p l e a t a l l . " ( s c a l e 4) 
"We t h i n k of them a s managers b e c a u s e we a r e i n c r e a s i n g l y t o l d t h e y a r e m a n a g e r s . " ( s c a l e 2) 
"You i m m e d i a t e l y r e s p e c t them a s managers b e c a u s e of t h e i r t i t l e , a b i t l i k e s a y i n g t h i s i s a ' v i c a r ' o r 
s o m e t h i n g . " ( s c a l e 3) 
"Power was g i v e n by t h e s t a f f . They w i l l o m i t t o f o l l o w t h o s e who show no s k i l l . " ( s c a l e 3) 
"They t a l k t h e m s e l v e s i n t o t h e j o b s .. good a t i n t e r v i e w s . " ( s c a l e 1) 
"The s t a t u s ! I t i s i n h e r e n t i n t h e t i t l e , but you c a n l o s e r e s p e c t i f you c a n ' t do the j o b . " ( s c a i e 2) 
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QUESTION 9. ( F I G . Q9) 
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QUESTION 10. 
10. Are you aware of t h e i r / y o u r j o b d e s c r i p t i o n r e q u i r e m e n t s and 
how c l o s e l y do you t h i n k t h e y / y o u adhere t o t h i s l i s t ? 
T h i s q u e s t i o n p r o v i d e d many v a r i e d r e s p o n s e s . However, I have 
t a b u l a t e d them as d i r e c t r e s p o n s e s to the q u e s t i o n s posed. F I G . Q10. 

















( ** ) = Most n o n - a d h e r e n c e t o j o b d e s c r i p t i o n was 
m e n t i o n e d a s s t a f f d o i n g e x t r a , beyond t h e j o b 
d e s c r i p t i o n . S h o r t f a l l s were due m a i n l y to t h e 
t i m e / p r i o r i t y f a c t o r . 
COMMENTS: 
"No I'm n o t aware o f t h e i r j o b d e s c r i p t i o n s , t h e r e f o r e I do n ' t know how c l o s e l y t h e y s t i c k t o them," ( s c a l e 1) 
"I f I'm n o t c o n c e r n e d a b o u t a c e r t a i n p o s t I would n ot be i n t e r e s t e d , " ( s c a l e 2 ) 
"They o f t e n c o - o p e r a t e and s u p p o r t e a c h o t h e r on g l o b a l a c t i v i t i e s o u t s i d e t h e i r j o b d e s c r i p t i o n s . " ( D e p t . ) 
"Some j o b s t a k e so l o n g t h a t o t h e r p a r t s a r e l e t s l i d e . " ( s c a l e 2) 
"The l o w e r s t a f f may not be aware o f t h e j o b d e s c r i p t i o n s o f o t h e r s . " (Head) 
" 'X' w r o t e h i s own." ( A d v i s e r ) 
" I n g e n e r a l t e r m s I am aware o f what t h e y a r e s u p p o s e d t o be d o i n g . Not i n e v e r y d e t a i l .," ( s c a l e 1) 
"I do n o t a d v o c a t e t h e ' l i s t i n g ' t y p e , I w r o t e my own," ( D e p t . ) 
"Job d e s c r i p t i o n ? Not a s s u c h ! " ( s c a l e 1) 
"I f e e l my Heads o f Y e a r a d h e r e more t h a n my Heads of D e p a r t m e n t . " ( H e a d ) 
"I'm j u s t a l i t t l e c o n c e r n e d t h a t w e - h a v e n ' t g o t enough t e e t h i n t o a p p r a i s a l . " (Head) 
"Some b r i n g more i n commitment t o e d u c a t i o n . Some j u s t do t h e b i t t h e y s e e a s r e l e v a n t . " ( D e p t . ) 
" I t depends i f t h e y s e e t h e j o b d e s c r i p t i o n a s f a i r . L e t ' s f a c e i t p e o p l e w i l l g e t away w i t h a s l i t t l e a s 
p o s s i b l e , j u s t l i k e k i d s , " ( s u p p l y T.) 
"... v e r y f l u i d i n a s n a i l s c h o o l . " ( s c a l e 3) 
"No j o b d e s c r i p t i o n . We've had t o w r i t e o u r own w i t h an eye t o a s s e s s m e n t . " ( s c a l e 4) 
" I f you c r e a t e t h i n g s too r i g i d p e o p l e w i l l h o l d you t o i t . " ( s c a l e 4) 
"We've n e v e r had j o b d e s c r i p t i o n s . " ( s c a l e 3) 
"Y e s , v e r y c l e a r a b o u t my own, ( l i s t s i t from memory). T h e r e a r e a l l s o r t s o f o t h e r t h i n g s t o do a s t h e y c r o p 
up." ( s c a l e 4) 
"Y e s ! To t h e l e t t e r . " ( S . T . ) 
" I t r y t o f u l f i l i t t o t h e p o i n t o f f r u s t r a t i o n . " ( s c a l e 4) 
" I ' v e n e v e r l o o k e d a t a j o b d e s c r i p t i o n . " ( s c a l e 2) 
"I'm n o t s u r e t h e y a r e a good t h i n g . The p r o b l e m i s p e o p l e do n o t move o u t s i d e them." ( s c a l e 3) 
" A l l s t a f f have t h e same j o b d e s c r i p t i o n from t h e Head down." (Head } 
"Yes I am aware o f t h e l i s t o f j o b s p e c i f i c a t i o n s and c a r r y o u t t h o s e p a r t s w h i c h a r e r e i n f o r c e d , o t h e r s l a p s e 
i n t o t h e b a c k g r o u n d . " ( s c a l e 4 ) 
".. some o f t h o s e who d o n ' t , i t ' s b e c a u s e t h e y a r e i n c a p a b l e . " ( s c a l e 2) 
" I f t h e Head i s g o i n g t o f o r c e a j o b d e s c r i p t i o n on me and I do n ' t a g r e e , I may t r y t o a v o i d i t . " ( s c a l e 1) 
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RECORD GF INTERVIEW 
SCHOOL No. , . 1 (COMPREHENSIVE.) SEX .FEMALE POSITION HELD ..SCALE 3 (PASTORAL) 
( I n t e r v i e w Recorded by ..TAPE,) 
Q u e s t i o n Response 
Q.I, To see t o t h e w e l l - b e i n g i n b u i l d i n g s , c h i l d r e n . And s t a f f comes f i r s t , happy w i t h t h e i r j o b d e s c r i p t i o n s . 
S t a f f a r e happy i n a happy s c h o o l . Good management s t a r t s a t t h e t o p , f e e l i n g t h a t you a r e c o n s i d e r e d 
w o r t h y o f y o u r j o b . S e t s t a n d a r d s f o r s t a f f and c h i l d r e n and see t h a t t h e y a r e adhered t o , 
Q . 2 . M i d d l e Management a r e t h e Heads o f Department and P a s t o r a l Heads, S e n i o r Management i s t h e Head and 
D e p u t i e s . They a r e o f f i c e - b o u n d , s u p e r c l e r k s d o i n g a c c o u n t s , work n o t needed t o be done by a t e a c h e r . 
B u d g e t i n g and t i m e t a b l e need t i m e . T h i s p r e c l u d e s c l a s s r o o m s i t u a t i o n s . I remember a Deputy Head who was 
n o t a t r a i n e d t e a c h e r , o u t o f t h e army, he d i d a l l ' f i n a n c i a l r e q u i s i t i o n s and l i a s o n o n l y . I can see t h e 
• day when t o p management a r e n o n - t e a c h e r s , 
Q . 3 . I know who t h e l e a d e r s s h o u l d be, b u t t h e y a r e n ' t a l w a y s who t u r n o u t t o be t h e l e a d e r s . A t e a c h e r who i s 
seen t o be a good t e a c h e r ; g e t s on w i t h t h e c h i l d r e n , c o p i n g , e x t r a c u r r i c u l a r a c t i v i t i e s and have t h e 
c h i l d r e n s u p p o r t i n g them. Some a r e a s o f management a r e n o t s u c c e s s f u l l e a d e r s . The Headmaster i s t h e b e s t 
l e a d e r i n t h e s c h o o l . 
Q . 4 . Everybody a g r e e d , democracy worked, a l l p a r t i c i p a t e . 
Q.5. Few p e o p l e , m o s t l y t h e D e p u t i e s . 
Q.6. I n f l u e n c e i s s h a r e d , Most i n f l u e n c e i s e x e r t e d by t h e p a s t o r a l s y s t e m . 
Q J . Time t o do t h e j o b , c o u n s e l l i n g , p r i v a c y , f r u s t r a t i o n due t o l a c k o f u n d e r s t a n d i n g by o t h e r Heads o f 
Department and s t a f f . 
Q.8. There o u g h t t o be more women managers, a l t h o u g h b a l a n c e i n this s c h o o l i s OK. I t h i n k men a r e more 
a g g r e s s i v e i n a p p l i c a t i o n and r e s e n t f e m a l e c o m p e t i t i o n . 
Q . 9 . Power i s g i v e n by t h e s t a f f . They w i l l o m i t t o f o l l o w t h o s e who show no s k i l l . Not money o r p o s i t i o n . 
Q.10. I'm aware o f j o b d e s c r i p t i o n s as a l l l i s t s o f d u t i e s a r e l o d g e d i n t h e o f f i c e and can be used t o check a 
p e r s o n ' s p e r f o r m a n c e , o r e x p l o i t a t i o n , 
O t h e r comments ** no resp o n s e ** 
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RECORD OF INTERVIEW 
SCHOOL No. . . 1 (COMPREHENSIVE.) SEX ...HALE POSITION HELD ..CARETAKER 
( I n t e r v i e w Recorded by ..NOTES) 
Q u e s t i o n Response 
Q . I . . Heads o f Department and Heads o f Year o r g a n i s e g r o u p s , make s u r e e v e r y t h i n g i s c o v e r e d , s e e i n g t h a t i t i s 
done p r o p e r l y . 
Q . 2 . Top i s t h e two D e p u t i e s and t h e Head. M i d d l e i s t h e Heads o f Year, Heads o f D e p a r t m e n t s ; Maths, S c i e n c e 
and Woodwork. 
Q . 3 , ** no resp o n s e ** 
Q . 4 . Head makes d e c i s i o n s b u t he has m e e t i n g s . 
Q.5. I f t h e r e a r e p r o b l e m s I go t o t h e Head and he can go t o t h e D i r e c t o r . I go t o t h e S u p e r i n t e n d e n t i f i t ' s 
t e c h n i c a l . 
Q.6. ** no respo n s e ** 
Q.T. D i s c i p l i n e ! Not enough o f i t . Lack o f p h y s i c a l c o n t r o l sometimes. 
Q.8. Seems w e l l s h a r e d o u t . I ' v e been i n a s c h o o l where t h e r e have been t o o many! 
Q . 9 . Leaders can 'speak' f o r w a r d . The q u i e t p e r s o n d o e s n ' t g e t on v e r y w e l l does he? He's g o t t o be f i r m . The 
'boss' i s a q u i e t man b u t , by God, he can be f i r m . 
Q. 10. ** no r e s p o n s e ** 
Othe r comments ** no respo n s e ** 
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RECORD OF INTERVIEW 
SCHOOL No. . . 1 (COMPREHENSIVE.) SEX .FEMALE POSITION HELD ..SCALE I (TYPING) 
( I n t e r v i e w Recorded by .NOTES.) 
Q u e s t i o n Response 
Q . I . The main f u n c t i o n i s t o have someone you can, u l t i m a t e l y , go t o . I can go t o my Head o f Department who i s 
t h e e x p e r t . 
Q . 2 . Top i s t h e Head and two D e p u t i e s , Who i s M i d d l e management? ... The two S e n i o r T e a c h e r s I do n o t c o n s i d e r 
as v e r y u s e f u l . I w o u l d p u t t h e Heads o f Depart m e n t above t h e S e n i o r t e a c h e r s . They do n o t seem t o be 
d o i n g much. 
Q . 3 . Some Heads o f D e p a r t m e n t s . 
Q . 4 , D e c i s i o n s a r e d e m o c r a t i c . I am aware o f t h e open p a r t i c i p a t i o n i n d e c i s i o n making. 
Q . 5 . ** no r e s p o n s e ** 
Q.6. Heads o f d e p a r t m e n t , g e n e r a l l y , b u t no p a r t i c u l a r i n d i v i d u a l . 
Q.7. ** no re s p o n s e ** 
Q.8. There a r e n o t s u f f i c i e n t f e m a l e managers, a l t h o u g h i t i s b e t t e r t h a n o u t s i d e i n i n d u s t r y . We a r e t r e a t 
e q u a l l y by t h e Head. The Equal O p p o r t u n i t i e s B i l l was d e t r i m e n t a l . We have o u r s e l v e s t o blame. Women t e n d 
t o be t i e d t o t h e i r husbands and s t a y t o o l o n g i n one j o b , whereas men a r e p r e p a r e d t o move t o g e t 
p r o m o t i o n . 
Q . 9 . Managers t a l k t h e m s e l v e s i n t o j o b s . They a r e good a t i n t e r v i e w s . I t ' s n o t a u t h o r i t a r i a n ... I d o n ' t 
r e a l l y know! 
Q . 1 0 , I'm n o t r e a l l y aware o f a c l e a r j o b d e s c r i p t i o n f o r m y s e l f , n o t o f managers nor o f o t h e r s i n t h e s c h o o l . 
Yes, I t h i n k p e o p l e do s t i c k t o t h e i r j o b d e s c r i p t i o n s . 
O t h e r comments ** no respo n s e ** 
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RECORD OF INTERVIEW 
SCHOOL No. , . 1 (COMPREHENSIVE.) SEX ...HALE POSITION HELD ..SCALE 3 ( HOD COMPUTING ) 
( I n t e r v i e w Recorded by .NOTES.) 
Q u e s t i o n Response 
Q.t, Smooth r u n n i n g o f t h e o r g a n i s a t i o n , management o f p e o p l e and t a s k . 
Q.2. Top Management i s t h e Head and two D e p u t i e s . M i d d l e Management i s t h e Heads of Year and Heads of 
D e p a r t m e n t . Not t h e S e n i o r T e a c h e r s . The d e f i n i t i o n i s a 'team l e a d e r ' . 
Q . 3 . The l e a d e r s a r e t h e Head and some o f t h e M i d d l e Managers. I t h i n k t h e r e i s n o t enough work f o r t h e S e n i o r 
T e a c h e r s t o e x i s t t h e r e f o r e I do n o t c o n s i d e r them as e s s e n t i a l and t h e y t e n d t o be i g n o r e d as 
management. 
Q . 4 , T h i s i s a d e m o c r a t i c s c h o o l . He a l l t a k e p a r t , 
( 3 . 5 , For a d v i c e f o r p a s t o r a l I go t o t h e Head of Year, f o r a d m i n i s t r a t i o n t o t h e Second Deputy and f o r w i d e r 
p r o b l e m s t o t h e Head. 
Q . 6 . T h i s r e p e a t s what I s a i d i n 4 . 
Q.T, D i f f i c u l t p e o p l e and p e r s o n a l i t i e s , m o t i v a t i o n s , i n a b i l i t y t o d i r e c t p e o p l e , m a i n t e n a n c e o f g o o d w i l l 
p r e v e n t s d i r e c t i o n s , Day-to-day a c t i v i t i e s p r e v e n t s many a s p e c t s o f t h e j o b . Time! 
Q . 8 . There a r e s u f f i c i e n t f e m a l e managers. A l t h o u g h t h e r e a r e some v e r y good f e m a l e managers t h e i m p r e s s i o n i s 
t h a t t h e y a r e , g e n e r a l l y , l e s s e f f e c t i v e . 
Q . 9 . The two p o s i t i o n s o f S e n i o r Teacher a r e bypassed by p r a c t i c e . Respect i s i m p o r t a n t . W i t h o u t i t you a r e 
i n e f f e c t i v e . To a c t as a r o l e model, p r o f i c i e n c y a r e a l l needed by M i d d l e Management. 
Q . 1 0 . Yes, I am aware o f a l i s t o f j o b s p e c i f i c a t i o n s . P e o p l e c a r r y o u t t h o s e p a r t s w h i c h a r e r e i n f o r c e d , 
o t h e r s l a p s e i n t o t h e b a c k g r o u n d . 
O t h e r comments ** no r e s p o n s e ** 
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RECORD OF INTERVIEW 
SCHOOL No, ..2 (.MIDDLE SCHOOL.) SEX ...HALE POSITION HELD , .HEADMASTER 
( I n t e r v i e w Recorded by ..TAPE.) 
Q u e s t i o n Response 
Q,1. To e n s u r e t h a t t e a c h i n g t a k e s p l a c e e f f i c i e n t l y . 
Q.2. I see a l l t e a c h e r s as m i d d l e management, t h e management team as t o p management; P a s t o r a l Heads o f House 
and D e p u t i e s . D i f f e r e n t i a t e d by two-way c o m m u n i c a t i o n ; management team a r e two way c o m m u n i c a t o r s , m i d d l e 
management a r e one-way c o m m u n i c a t o r s up t o t h e t o p management. 
Q.3. I f t h e Head's n o t t h e l e a d e r i n t h e s c h o o l t h e n t h e r e ' s s o m e t h i n g wrong w i t h t h e s c h o o l . Heads o f 
D e p a r t m e n t a r e l e a d e r s i n t h e i r f i e l d . They a r e f o u n t s o f knowledge t h a t p e o p l e go t o . Deputy Heads and 
Heads o f House. V i r t u a l l y a l l i n a s c h o o l o f t h i s s i z e ; t h e r e a r e o n l y a few t h a t a r e n o t making 
i n d e p e n d e n t d e c i s i o n s . 
Q . 4 . I make a l o t o f t h e d e c i s i o n s . I t h i n k i f t h e Head i s n o t p r e p a r e d t o t a k e d e c i s i o n s t h e s c h o o l w i l l j u s t 
d r i f t ... b u t n o t a l l . Heads o f Year a r e making d e c i s i o n s i n t h e i r a r e a s o u t s i d e t h e Head's e x p e r t i s e . 
Nobody can make a l l t h e d e c i s i o n s ., i f y o u ' r e n o t d e l e g a t i n g y o u ' r e n o t d o i n g y o u r j o b as a manager. 
Q.5. I go down i n my own t e a c h i n g . How do I do t h i s ? .. t o t h e Deputy Head .. 'Look we've g o t this c h i l d ... 
what do we do?" ( I go) t o t h e LEA, t h e A d v i s o r and c o l l e a g u e s . I w o u l d go t o a c h i l d and ask f o r a d v i c e . 
Which i s what we do, we have a p u p i l f o r u m . 
Q . 6 . Deputy Head, q u i t e d e f i n i t e a b o u t t h a t . 
Q.J. Time and c o m m u n i c a t i o n . Too much t i m e on c r i s i s management, n o t enough t i m e t o ' s i t back' and l o o k a t t h e 
j o b f r o m o u t s i d e . 
Q.8. G e n e r a l l y , no! But here OK. (WE have) some good managers on low s c a l e 1 and 2. On t h e S e n i o r management 
team o f seven o n l y two a r e f e m a l e , s t r o n g as w e l l . They d o n ' t come f o r w a r d , d o n ' t p u t t h e m s e l v e s up f o r 
h i g h e r p o s t s . 
Q.9. P e r s o n a l i t y , d e c i s i o n t a k e r s . You can go t o them and g e t a d e c i s i o n .. does n o t p u t o f f t h e d e c i s i o n 
making p r o c e s s . ( I ) come back t o s k i l l and p e r s o n a l i t y NOT STATUS! I ' v e been i n s c h o o l s where t h e Head 
had t h e s t a t u s and was n o t a manager and nobody c o u l d c l a s s him as a manager. Same w i t h Heads o f 
D e p a r t m e n t - ( s t a f f ) w i l l go beyond t h e Head o f D e p a r t m e n t f o r a d e c i s i o n ( i f he i s n o t a manager.) 
Q.10. A l l ( s t a f f ) have, ( b u t ) d o n ' t a d h e r e v e r y c l o s e l y . ( I t ' s ) j u s t t h e r e as a g u i d e l i n e . I d o n ' t p u t i t down 
as t h e ' b e - a l l ' and ' e n d - a l l ' , i f t h e y have g o t a g e n e r a l f e e l o f t h i n g s . T h i s i s t h e j o b t o do. 
"I'm r e s p o n s i b l e f o r i s i m p o r t a n t , 
O t h e r comments Comments were made on d e l e g a t i o n o f r e s p o n s i b i l i t y and f u t u r e t r e n d s . 
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RECORD OF INTERVIEW -
SCHOOL No. ..2 (MIDDLE SCHOOL.) SEX .FEMALE POSITION HELD ..I/C FRENCH SCALE 1 
( I n t e r v i e w Recorded by '..TAPE,! 
Q u e s t i o n Response 
Q . I . To e n s u r e s c h o o l i s e f f i c i e n t l y r u n , t o ens u r e c h i l d r e n g e t t h e b e s t f r o m t h e t e a c h i n g s k i l l s a v a i l a b l e t o 
t h e s c h o o l , t o l o o k t o improvements w i t h i n t h e s c h o o l , t o keep a b r e a s t o f t h e ' t i m e s ' . 
Q.2. M i d d l e management pr e s u m a b l y i s my p o s i t i o n , h a v i n g r e s p o n s i b i l i t i e s i n one a r e a . 
Top management a r e t h o s e r e s p o n s i b l e f o r a w i d e r a r e a s : Headmaster and Deputy and S e n i o r M i s t r e s s , Those 
t h r e e p e o p l e t a k e r e s p o n s i b i l i t y f o r a l o t more t h a n j u s t t h e i r own t e a c h i n g . Heads o f year c o u l d be 
i n c l u d e d . 
Q.3. A l e a d e r i s one t o whom I w o u l d l o o k f o r h e l p . e.g. Head o f House. O t h e r s d o n ' t h o l d any p a r t i c u l a r p o s t s 
o f r e s p o n s i b i l i t y b u t show t h e m s e l v e s w i l l i n g t o h e l p as much as t h o s e who h o l d t h e p o s i t i o n s . 
Q.4. The Head makes some. Some a r e made i n c o n s u l t a t i o n w i t h s t a f f d u r i n g s t a f f m e e t i n g s o r w i t h i n d e p a r t m e n t s . 
Q.5, *** answered i n Q.3. *** 
Q.6. The d e p u t y head i s most i n f l u e n t i a l , e s p e c i a l l y when you m e n t i o n t h e ' t o n e ' o f t h e s c h o o l , So a l s o i s t h e 
head o f t h e E n g l i s h d e p a r t m e n t . He has a l o t o f i n f l u e n c e ; h i s v o i c e i s h e a r d v e r y much. The Head and he 
work t o g e t h e r . 
Q.J. Making d e c i s i o n s i n c o n j u n c t i o n w i t h o t h e r s ! I t i s d i f f i c u l t t o g e t t h e f e e l i n g t h a t we're a l l d o i n g t h e 
same t h i n g . 
O t h e r ' s p r o b l e m s a r e n o t known. I ' v e g o t enough t o keep my own head above w a t e r , l e t a l o n e t h i n k i n g a b o u t 
t h e i r p r o b l e m s . 
Q.8. I w o u l d t h i n k so. I w o u l d n o t know g e n e r a l l y , 
Q.9. I t depends on what we're asked t o do. Sometimes i t i s s4rap 1y because t h e 'power' i s t h e r e , because t h e y 
a r e i n t h a t p o s i t i o n . They must have e a r n e d t h a t p o s i t i o n i n t h i s s c h o o l . I n g e n e r a l t h e p e o p l e a r e t h e r e 
because t h e y a r e good a t t h e j o b . 
Q.10. I am aware o f mine b u t am v e r y hazy a b o u t t h e i r s . (The Head, D e p u t i e s , Heads o f House e t c . ) I n g e n e r a l 
t e r m s I'm p r e t t y much aware o f what t h e y a r e supposed t o be d o i n g , b u t n o t e v e r y d e t a i l . 
Other comments *** no re s p o n s e *** 
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RECORD OF INTERVIEW 
SCHOOL No. ..2 (MIDDLE SCHOOL.) SEX ...MALE POSITION HELD ..VISITING ADVISOR 
( I n t e r v i e w Recorded by ..TAPE.) 
Q u e s t i o n Response 
Q . I . Management f u n c t i o n - t o c o n c e i v e , e s t a b l i s h and implement s t r u c t u r e s w h i c h e n s u r e good l e a r n i n g 
e n v i r o n m e n t s and e x p e r i e n c e s f o r c h i l d r e n ; t o keep c h i l d r e n and s t a f f happy a t t h e i r work. 
Q.2. M i d d l e management - Year l e a d e r s , heads o f d e p a r t m e n t a r e a c l e a r g r o u p . 
Top management - Headt e a c h e r and management team o r t h o s e i n t h e s c h o o l ' c a b i n e t ' w h i c h makes t h e p o l i c y 
d e c i s i o n s . I t h i n k t h e r e i s a c l e a r l y r e c o g n i s a b l e second t i e r o f year heads, d e p a r t m e n t a l heads e t c . , 
and t h e s e days a c l e a r l y d e f i n e d c a b i n e t . There s h o u l d be a team:- head, d e p u t i e s and t h e heads o f t h e 
o r g a n i s a t i o n a l ' b i t s ' w h i c h a r e b i g g e r t h a n d e p a r t m e n t s . Does t h i s make sense? For example Head p l u s 
d e p u t i e s p l u s year l e a d e r s . 
Q.3. There i s a d i f f e r e n c e between t h e f o r m a l l y i n v e s t e d men and t h e n a t u r a l l e a d e r s . The n a t u r a l l e a d e r s a r e 
t h o s e t e a c h e r s who a r e r e s p e c t e d and esteemed by v i r t u e o f t h e i r o b v i o u s e x c e l l e n c e as t e a c h e r s . That 
c o u l d be anybody - s c a l e 1 t e a c h e r s ! The b e s t s i t u a t i o n i s when t h e f o r m a l l y i n v e s t e d l e a d e r s a r e a l s o 
t h e n a t u r a l l e a d e r s . 
Q.4. D e c i s i o n makers a r e t h o s e who show a c t i v e s t r o n g l e a d e r s h i p . I t i s t h e head. 
Q.5. *»* no r e s p o n s e *** 
Q.6. The d e p u t y head, a most r e s p e c t e d p e r s o n . 
Q.?. D i f f i c u l t y w i t h and k e e p i n g a b r e a s t o f changes g o i n g on a t t h i s moment; change i s a t a v e r y h i g h l e v e l . 
P l u r a l demands! 
Q.8. MO! The p r e s e n t s i t u a t i o n i s an-outcome o f what has been, I am a g a i n s t p o s i t i v e d i s c r i m i n a t i o n . To some 
e x t e n t i t i s p o s s i b l e b u t i t c o u l d l e a d t o wrong s i t u a t i o n s . 
Q . 9 . Power! The h i s t o r i c a l power s t r u c t u r e . Most E n g l i s h t e a c h e r s f o l l o w because t h e head t e a c h e r i s i n v e s t e d 
w i t h f o r m a l a u t h o r i t y . T h i s i s n o t c r i t i c a l . I t i s a r e c o g n i t i o n t h a t t h i n g s can be l e f t t o d r i f t . An 
o r g a n i s a t i o n l i k e a s c h o o l needs a p o i n t e d end - n o t b l i n d s u b s e r v i e n c e - most t e a c h e r s a c c e p t t h e 
s i t u a t i o n where, i f t h e y ' r e g i v e n t h e i r say, someone a f t e r t h a t has t o a c t ; even i f i t ' s n o t what t h e y 
want t o do. H a v i n g an i n p u t , y e t happy t o a c c e p t p o s i t i v e a c t i o n i f t h e y f e e l as i f t h e y have been 
l i s t e n e d t o . 
Q.10. The head w r o t e h i s own. People a r e aware e i t h e r f r o m a w r i t t e n l i s t or as a r e s u l t o f f o r m a l d i s c u s s i o n 
( o f what i s r e q u i r e d o f t h e m ) . They do t r y t o l i v e up t o t h e i r o b l i g a t i o n s . 
Other comments *** no res p o n s e *** 
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RECORD OF INTERVIEW 
SCHOOL No. ..2 (MIDDLE SCHOOL.) SEX ...HALE POSITION HELD ..H.0.CRAFT+SCIENCES (SEN. HGT. TEAM). 
( I n t e r v i e w R e c o r d e d by ..TAPE.) 
Q u e s t i o n R e s p o n s e 
Q . I . Management i n v o l v e s s e t t i n g o f a i m s a n d o b j e c t i v e s . Then t o e n s u r e t h a t p u p i l s a n d s t a f f a r e w o r k i n g 
t o w a r d s t h e s e a i m s a n d o b j e c t i v e s ; t o w h a t e v e r l e v e l , t h r o u g h o u t t h e s c h o o l , 
Q.2. G e n e r a l l y t o p management i s t h e Head, t w o D e p u t i e s a n d Heads o f y e a r g r o u p s . N o t j u s t s u b j e c t ( l e a d e r s ) 
b u t t h o s e who s u p e r v i s e how t h e y e a r i s p e r f o r m i n g o r how a p i e c e o f new p o l i c y i s i m p l e m e n t e d t o 
e v e r y o n e . 
M i d d l e management a r e t h e he a d s o f s u b j e c t s ; t h o s e c o n c e r n e d w i t h s u b j e c t h a n d l i n g . 
Q.3. The Head i s a good l e a d e r - a good c o m m u n i c a t o r . Some h e a d s o f s u b j e c t s . They a r e more f o r c e f u l o f w h a t 
t h e y w a n t t o g e t a c r o s s . 
< M . The p o l i c y - m a k i n g s e n i o r management t e a m c o n s u l t s w i t h s t a f f t h e n t h e Head d e c i d e s . ( I t i s ) d i s c u s s e d a t 
a l l l e v e l s . T h e r e i s c o n s u l t a t i o n b e t w e e n s e n i o r management, s t a f f a n d t h e Head b u t t h e d e c i s i o n 
u l t i m a t e l y l i e s w i t h t h e Head. 
Q.5. *** no r e s p o n s e *** 
Q.8. I t i s g r o u p i n f l u e n c e o f t h e s e n i o r management t e a m n o t a s i n g l e p e r s o n . T h e r e i s n o t one d o m i n a n t p e r s o n . 
Q.7, C o n v i n c i n g p e o p l e t h a t i d e a s a r e f e a s i b l e a n d / o r b e t t e r : c h a n g e ! C o n v i n c i n g r a t h e r t h a n c o e r c i n g , l e a d i n g 
by e x a m p l e . The m a i n t h i n g i s ' t i m e ' t o be a b l e t o d e v e l o p t h a t s o r t o f t h i n g . I t i s a b i g c o n s t r a i n t . 
T i m e i s t a k e n up by t e a c h i n g o r g a n i s a t i o n , e s p e c i a l l y i n c r a f t a r e a s , 
Q.8. No! S t i l l a m a l e d o m i n a t e d a r e a . T h e r e a r e more f e m a l e s i n management i n t e a c h i n g t h a n g e n e r a l l y . Women a s 
a p e r c e n t a g e o f t h e t e a c h i n g p o p u l a t i o n i s l a r g e , w i t h u s e f u l v i e w s . We c o u l d h a v e d o n e w i t h more f e m a l e 
m a n a g e r s . 
T h e r e i s a f e e l i n g t h a t i t d o e s n o t m a t t e r w i t h i n t h e p r o f e s s i o n i f a m a n a g e r f s m a t e o r f e m a l e . Sex 
d o e s n o t come i n t o i t . P e r h a p s i n o t h e r a r e a s t h e r e i s a f e e l i n g t h a t t h e m a l e p e r s o n s h o u l d be t h e 
ma n a g e r . 
Q.9. S k i l l ! I w o u l d c l a s s someone a s a manager i f t h e y c o u l d i n f l u e n c e a c o u r s e o f a c t i o n by l o g i c a l a r g u m e n t , 
by e x a m p l e o r w h a t e v e r . 
Q.10. Yes we h a v e f a i r l y w e l l d o c u m e n t e d j o b d e s c r i p t i o n s . I am a b l e t o d i s c o v e r who i s r e s p o n s i b l e f o r v a r i o u s 
t h i n g s . P e o p l e do a d h e r e t o t h e l i s t . 
O t h e r comments P e r s o n a l l y , t h e r e a r e one o r t w o key e l e m e n t s o f my own j o b d e s c r i p t i o n w h i c h I f e e l a r e 
i m p o r t a n t a n d n e e d t i m e s p e n d i n g u p o n t h e m . I t i s v e r y much a j u g g l i n g o f w h a t s h o u l d t a k e up t h e b u l k o f 
t h e t i m e . I f m ore t i m e was a v a i l a b l e some o f t h e l e s s e r e l e m e n t s c o u l d be d e v e l o p e d m o r e . Some ( e l e m e n t s ) 
I c o n s i d e r more i m p o r t a n t t h a n o t h e r s a n d I p u t t h e t i m e i n on t h o s e . 
I w o u l d h a v e t h o u g h t t h a t m o s t s c h o o l s w o u l d h a v e t h a t s o r t o f s y s t e m w h e r e t h e r e i s t h a t e l e m e n t o f 
d i s c u s s i o n , a t v a r i o u s l e v e l s , b e f o r e s o m e t h i n g , p o l i c y w i s e i s i m p l e m e n t e d . We've g o t i t j u s t a b o u t r i g h t 
a t t h e Head, S e n i o r Management t h e n s t a f f m e e t i n g s , r a t h e r t h a n b e i n g b o g g e d down week a f t e r week w i t h 
s t a f f m e e t i n g s , t h a t go r o u n d a n d r o u n d i n c i r c l e s a n d d o n ' t a c h i e v e a n y t h i n g . P u t t i n g t h e m i d d l e l e v e l 
i n i t has g o t r i d o f t h e l o n g , i n v o l v e d "who w a s h e s t h e t e a c u p s ? " s o r t o f a r g u m e n t s . The m i d d l e s t e p i s 
q u i t e u s e f u l . 
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RECORD OF INTERVIEW 
SCHOOL No. ..3 (.MIDDLE SCHOOL) SEX ,,Mli POSITION HELD . .DEPUTY HEADMASTER 
( I n t e r v i e w R e c o r d e d by ..TAPE.) 
Q u e s t i o n R e s p o n s e 
Q . I . A c c o u n t a b i l i t y ! 
Q.2. 'Top' i s t h e Head, w i t h o u t a d o u b t . I n c e r t a i n s i t u a t i o n s ; Head an d D e p u t i e s . C e r t a i n l y M i d d l e Management 
i n o u r s c h o o l i s S u b j e c t C o o r d i n a t o r , Y e a r G r o u p C o o r d i n a t o r . I n t h i s s c h o o l , i n some c i r c u m s t a n c e s - a l l 
s t a f f . I'm a g r e a t b e l i e v e r i n i n t e r a c t i o n . 
Q.3. C e r t a i n l y some Heads o f Y e a r an d some Heads o f D e p a r t m e n t . 
Q.4. O b v i o u s l y t h e r e a r e c e r t a i n d e c i s i o n s t h a t c a n o n l y be made by a c e r t a i n number ( o f s t a f f ) , e s p e c i a l l y i n 
a t e c h n i c a l o r c o m p e t e n c y r o l e . B u t i n t e r m s o f t h e s c h o o l , o v e r a l l , a l l t h e v i e w s o f t h e s t a f f a r e 
s o u g h t . 
Q.5. Whoever c a n be o f h e l p t o me. 
Q.6. ** no r e s p o n s e g i v e n ** 
Q.7. To k e e p a l l o f t h e p e o p l e h a ppy a l l o f t h e t i m e . Where p o s s i b l e , t o p l a y d e v i l ' s a d v o c a t e - t o t r y and 
e n s u r e t h e y ( t h e s t a f f ) c a n a p p r e c i a t e o t h e r v i e w s - and a c c e p t t h e m f o r t h e b e t t e r m e n t o f t h e s c h o o l and 
t h e k i d s . 
Q.8. Y e s ! E v e r y f e m a l e i s a m a n a g e r . They h a v e a s e n s i t i v i t y w h i c h i s v a l u a b l e . They a r e c e r t a i n l y r e - a c t i v e 
r a t h e r t h a n men who a r e p r o - a c t i v e . 
Q.9. T h r u s t b a s e d u p o n p e r s o n a l i t y , s k i l l , e x p e r i e n c e , c o m m u n i c a t i o n a n d a p o s i t i v e r e l a t i o n s h i p w i t h s t a f f 
an d p u p i l s . A l s o t h a t h i d d e n , n e b u l o u s t h i n g ; p e r c e i v a b l e b u t n e b u l o u s . 
Q.1G. Y e s , I am a w a r e . Ye s , I do a d h e r e . Some f i n d c e r t a i n a s p e c t s o p e n t o m i s u s e o r m i s u n d e r s t a n d i n g , Some 
u s u r p o r a b u s e t h e a u t h o r i t y t h e r e i n . 
I do n o t a d v o c a t e t h e ' L i s t i n g ' - t y p e - o f j o b d e s c r i p t i o n , I w r o t e my own. I a t t e m p t e d t o w r i t e j o b 
d e s c r i p t i o n s f o r o t h e r members b u t t h e Head was r e l u c t a n t t o a c c e p t , f o r g e n e r a l r e a s o n s . 
O t h e r comments T h e r e a r e f e e l i n g s o f u n u s e d t a l e n t o f m y s e l f a n d o t h e r s t a f f . 
T h e r e i s c o n f l i c t i n t e r m s o f q u e s t i o n 10 : D i s c i p l i n e e t c . J o b d e s c r i p t i o n s w o u l d r e s u l t i n b e t t e r 
c o o p e r a t i o n a t t i m e s . 
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RECORD OF INTERVIEW 
SCHOOL No. ..3 (. MIDDLE SCHOOL.) SEX .FEMALE 
{ I n t e r v i e w R e c o r d e d by ..TAPE.) 
POSITION HELD ..SCALE 1 i / c R. E. 
Q u e s t i o n R e s p o n s e 
Q . I . G e n e r a l l y t h e ( p u r p o s e o f ) s e n i o r members o f s t a f f i s t o t r y and s e e t h a t t h e members o f s t a f f a r e h a p p y ; 
t o g e n e r a l l y l i a s e w i t h h e a d s o f d e p a r t m e n t o r w h a t e v e r . 
T h i s y e a r ( i n my s u b j e c t ) t h e r e i s j u s t me t e a c h i n g - l a s t y e a r t h e r e was someone e l s e , s o i t w o u l d be my 
j o b t o make s u r e t h a t t h a t p e r s o n was h a p p y w i t h w h a t t h e y s e r e t e a c h i n g , p a r t i c u l a r l y i f t h e y ' r e n o t 
s p e c i a l i s t s , s o t h a t t h e y know w h a t t h e s u b j e c t i s a b o u t , 
Q.2. Top management i s Head a n d D e p u t y Heads. M i d d l e management? W e l l I do n o t c o n s i d e r m y s e l f m i d d l e 
management b e c a u s e t h e r e i s o n l y me. B u t i f t h e r e w e r e t w o o r t h r e e t h e n t h a t w o u l d be m i d d l e management. 
The Head o f M a t h s h a s a b o u t f o u r t e a c h e r s s o he i s m i d d l e management. 
Top m anagement's r e s p o n s i b i l i t i e s a r e much more g e n e r a l i s e d , a head o f d e p a r t m e n t ' s r e s p o n s i b i l i t y i s f o r 
t h a t d e p a r t m e n t . 
Q.3. 'X' i s one o f t h e m a i n c o n t r i b u t o r s . She i s r e s p o n s i b l e f o r t h e g i r l s . She h a s had a l o t t o do w i t h me. I 
t h i n k s h e i s S e n i o r M i s t r e s s . I t h i n k s h e i s t h e one who l e a d s t h e m o s t . She's a l s o h e a d o f s e c o n d y e a r . 
We h a v e h e a d s o f y e a r . 
Q.4. What s o r t o f d e c i s i o n s do y o u mean? I t h i n k , w i t h i n r e a s o n , t h o s e o f us who h a v e r e s p o n s i b i l i t y f o r a 
s u b j e c t t e a c h w h a t we w a n t a n d how we w a n t . ( T h e r e i s ) a l o t o f c o l l e c t i v e d e c i s i o n m a k i n g . I d o n ' t t h i n k 
t h e r e i s a n y p e r s o n who makes an i n d i v i d u a l d e c i s i o n t h a t a f f e c t s e v e y o n e . 
Q.5. Depends on t h e a d v i c e I'm w a n t i n g . I go t o t h e S e n i o r M i s t r e s s a l o t as s h e d e a l t w i t h me l a s t y e a r , 
b e c a u s e s h e i s Head o f Y e a r , a n d t o t h e Head M a s t e r i f i t i s t h e s o r t o f t h i n g he m i g h t know. 
Q.6. I w o u l d s a y t h e h e a d s o f y e a r , a l s o t h e Head a n d D e p u t y . 
Q.7. T e l l i n g o t h e r p e o p l e t h a t y o u do n o t a p p r o v e o f t h e way t h e y a r e d o i n g t h i n g s . I ' v e been t e a c h i n g t w e n t y 
y e a r s ... I d o n ' t s e e p e o p l e as a m anager i n s c h o o l . 
Q.9. I r e s p e c t t h e m f o r w h a t t h e y do i n t h e c l a s s r o o m ; a good r e l a t i o n s h i p w i t h t h e c h i l d r e n . I f t h e y d i d n o t 
h a v e t h a t ? No, I w o u l d n o t f o l l o w t h e m . 
Q.10. I f e e l t h a t I'm d o i n g my j o b d e s c r i p t i o n . J o b d e s c r i p t i o n ? N o t as s u c h , . ( " C o n f u s i o n w i t h c o n t r a c t and 
c o n d i t i o n s o f s e v i c e a t t h i s t i m e * * ) I t h i n k I'm p r e t t y a w a r e o f who i s s u p p o s e d t o do w h a t , 
O t h e r comments ** no r e s p o n s e ** 
Q.8. Yes! 
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RECORD OF INTERVIEW 
SCHOOL No, ..4 (COMPREHENSIVE.) SEX ...HALE POSITION HELD . .DEPUTY HEADMASTER..(B) 
( I n t e r v i e w R e c o r d e d by ..TAPE.) 
Q u e s t i o n R e s p o n s e 
Q . I . C u r r i c u l u m , g u i d a n c e o f s t a f f , a i m s and o b j e c t i v e s o f t h e s c h o o l , e n d ! 
Q.2. Top i s t h e Head a n d t w o D e p u t i e s . M i d d l e management i s t h e t h r e e S e n i o r t e a c h e r s . We have Heads o f Y e a r 
m e e t i n g s w h e r e management d e c i s i o n s a r e t a k e n b u t t h e y come t h r o u g h me a l t h o u g h t h e c o n s e n s u s comes f r o m 
t h e m , The Heads o f D e p a r t m e n t a n d Heads o f Y e a r , o p e r a t i n g t h r o u g h t h e d e p u t i e s , f e e l t h a t t h e y a r e n o t 
i n v o l v e d as t h e y s h o u l d be. 
Q.3. D e p u t y Head ( A ) , D e p u t y Head ( B ) , Head o f Lower S c h o o l , one S e n i o r t e a c h e r due t o c h a r a c t e r , one Head o f 
D e p a r t m e n t s i m i l a r l y a n d t h e Head o f M o d e r n L a n g u a g e s i n h i s a r e a . 
Q.4. B a s i c a l l y t h e Head makes a l l t h e d e c i s i o n s on h i s own, He s h o u l d n ' t w i t h o u t c o n s u l t a t i o n . He a r e f a i r l y 
d e m o c r a t i c , G o i n g b a c k t o t h e Head o f Y e a r m e e t i n g s i f we make a d e c i s i o n i t w i l l be c a r r i e d t h r o u g h t o 
t h e Head who w i l l n o t o b j e c t , The same f o r Head o f D e p a r t m e n t m e e t i n g s . The p r o b l e m h e r e i s t h a t t h e 
s t a f f a r e n o t g e a r e d i n t o m e e t i n g s o f e i t h e r s o r t . We t e n d t o p u t o f f m e e t i n g s u n t i l p r o b l e m s become so 
bad we h a v e t o h a v e a m e e t i n g t o make a d e c i s i o n . Whereas i f we h a d h a d m e e t i n g s a l l a l o n g t h e p r o b l e m s 
c o u l d h a v e been a v o i d e d , 
Q.5. D e p u t y ( A ) , t h e Head o c c a s i o n a l l y . Q u i t e o f t e n t o an o l d e r woman. I a c c e p t h e r a p p r a i s a l o f t h e s i t u a t i o n . 
O c c a s i o n a l l y I f i n d d e a l i n g w i t h g i r l s i s b e y o n d me. 
Q.6. W i t h o u t d o u b t t h e t w o D e p u t i e s b e c a u s e o f t h e i r c h a r a c t e r s . The Heads o f D e p a r t m e n t p r e s u m e i t i s t h e 
Head. 
Q.7, K e e p i n g s t a f f h a p p y . M a k i n g t h e m do t h e j o b t h e y s h o u l d do w i t h o u t u p s e t t i n g t h e m . M o t i v a t i o n i s n o t e a s y . 
I t i s n o t g e t t i n g b e t t e r i t i s g e t t i n g w o r s e . 
Q.8. No. T h e r e s h o u l d be a f e m a l e who g i r l s c a n go t o o r s t a f f c a n go t o , who c a n p u t t h i n g s i n t o p e r s p e c t i v e . 
I n t h i s s c h o o l I d o n ' t t h i n k t h e r e i s a n y o n e o f s u f f i c i e n t p e d i g r e e t o p r o m o t e when j o b s h a v e been 
a v a i l a b l e . L a s t S e n i o r M i s t r e s s had s i x on t h e s h o r t - l i s t a n d o n l y one woman, f r o m o u t s i d e . F o r t h e Head 
o f l o w e r s c h o o l o n l y one woman a p p l i e d . 
Q.9. P o s i t i o n t h a t t h e y h o l d . The m a j o r i t y o f s t a f f , a f t e r a w h i l e , r e s p e c t w h o e v e r i s i n a u t h o r i t y ; D e p u t y 
Head o r w h a t e v e r i f t h e y a r e s e e n t o be d o i n g t h e j o b i n a r e a s o n a b l e f a s h i o n . 
Many t h i n g s a r e p a s s e d o v e r by p e o p l e s a y i n g , "You a r e b e i n g p a i d , So y o u c a n d e a l w i t h t h a t , ' The s k i l l 
f a c t o r comes i n a c o m b i n a t i o n o f t h e s e t w o o c c a s i o n a l l y . I t i s n o t a l w a y s b e c a u s e o f b e i n g g o o d t e a c h e r s . 
The p r o b l e m i s t h e f u r t h e r down t h e s c a l e s y o u a r e t h e l e s s p e o p l e t h i n k o f y o u a s a m a n a g e r . 
Q.10. Y e s . I'm a w a r e o f e v e r y o n e , w i t h i n r e a s o n . Heads o f d e p a r t m e n t do a g o o d j o b g e n e r a l l y . Heads o f Y e a r 
a l s o g e n e r a l l y . C l a s s r o o m t e a c h e r s o c c a s i o n a l l y do n o t . Some Heads o f D e p a r t m e n t do n o t by n o t h o l d i n g 
m e e t i n g s a n d f o r m t u t o r s who h a v e become j u s t r e g i s t e r m a r k e r s . 
O t h e r comments I t i s d i f f i c u l t when you a r e p u t i n a p o s i t i o n o f a u t h o r i t y a n d y o u a r e c l a s s e d a s a m anager 
a n d , i n f a c t , y o u r e x p e r i e n c e o f t h e s i t u a t i o n i s n i l . You a r e t h r o w n i n a t t h e d e e p e n d . The Head a n d 
t w o D e p u t i e s a r e f a c e d w i t h a s i t u a t i o n o f g e t t i n g r i d o f 'X' number o f s t a f f . I'm n o t s u r e t h a t t h a t i s 
a d e c i s i o n . . . . ( p a u s e ) . , we a r e t a k i n g i t b u t i t i s d i f f i c u l t . I t i s p e o p l e s l i v e s . 
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RECORD OF INTERVIEW 
SCHOOL No. ..4 (COMPREHENSIVE.) SEX ...MALE POSITION HELD ..SUPPLY TEACHER (FROM RETIREMENT) 
( I n t e r v i e w R e c o r d e d by ..TAPE.) 
Q u e s t i o n R e s p o n s e 
Q . I . To h e l p r u n t h e s c h o o l s o t h a t i t f l o w s w e l l , t o m e d i a t e , t o c o o r d i n a t e t h e t h o u g h t s a n d a t t i t u d e s o f t h e 
s t a f f . 
Q.2. The h i g h e r e c h e l o n s a r e t h e Head, D e p u t i e s and t h e Heads o f S i x t h d e p e n d i n g on t h e s c h o o l . 
M i d d l e management i s t h e Heads o f Y e a r s . The Heads o f D e p a r t m e n t s o b v i o u s l y h a v e s o m e t h i n g t o do w i t h 
c u r r i c u l u m a n d s o o n . I was t h i n k i n g o f management i n t e r m s o f r e l a t i o n s h i p s r a t h e r t h a n t h e a c a d e m i c 
s i d e . 
Q.3, The Head may be a l e a d e r i n t h e s e n s e t h a t he i s t h e ' b o s s ' b u t maybe he c o u l d n ' t l e a d a n y t h i n g . He may be 
t h e r e t o d i s p l a y h i m s e l f a n d make s u g g e s t i o n s b u t n o t l e a d . B u t i f y o u h a v e n o t g o t t h e p o s i t i o n t o l e a d 
f r o m i t i s a p r o b l e m . 
Q.4. ( I t ) d e p e n d s i f y o u h a v e an a u t o m a t o n a t t h e t o p who m i g h t make d e c i s i o n s o b l i v i o u s o f , o r w i t h o u t r e g a r d 
t o a n y o n e e l s e . The w h o l e s c h o o l o u g h t t o make d e c i s i o n s : s c h o o l c o u n c i l s , t h e k i d s , t h e p a r e n t s ; I d o n ' t 
know! B u t i t c a n come f r o m t h e ' t o p o n l y ' , s e l e c t i o n s o f s t a f f o r w i t h p u p i l s a n d p a r e n t s . 
Q.5. No o n e . 
Q.6. I , h o n e s t l y , c o u l d n o t s a y . 
Q.7. The d i f f i c u l t p a r t i s t o l e t t h e m ( s t a f f ) s e e t h a t t h e y a r e o n l y p a r t o f t h e p i c t u r e , You s e e t h e w h o l e 
p i c t u r e . T h ey o n l y s e e w h a t i s t h e i r p a r t i c u l a r b u s i n e s s ( e . g . b e i n g g i v e n a s u p e r v i s i o n ) . To make s u r e 
t h a t p e o p l e c a n s e e y o u ' r e f a i r o v e r a l l , e v e n i f i t d o e s n o t seem s o a t t h e t i m e . 
Q.8. I t h i n k , p r o b a b l y , t h e r e a r e . 
Q.9. B a s i c a l l y ' p o s i t i o n ' g i v e s t h e m p o w e r : u n i o n o f f i c i a l o r s c a l e 4. 
T h o s e who h a v e m o s t money h a v e m o s t i m p a c t . I t seems t o be t h a t money i s d i r e c t l y p r o p o r t i o n a l t o t h e 
c u d o s t h a t p e o p l e g i v e y o u . I f y o u a r e on a s c a l e 1 as a 23 y e a r o l d , y o u m i g h t h a v e a l l t h e _ s k i l l i n t h e 
w o r l d b u t y o u ' r e n o t g o i n g t o manage a n y t h i n g b e c a u s e p e o p l e w i l l n o t t h i n k y o u ' r e c a p a b l e o f i t . I f you 
h a v e c h a r i s m a i t may be p o s s i b l e ! 
Q.10. No! 
I t d e p e n d s i f t h e y t h i n k t h e j o b d e s c r i p t i o n i s f a i r . L e t ' s f a c e i t , p e o p l e w i l l g e t away w i t h a s l i t t l e 
a s p o s s i b l e - j u s t l i k e k i d s . I t d e p e n d s w h a t t h e y t h i n k i s i m p o r t a n t o r w h a t t h e r e i s a need f o r . 
O t h e r comments Nobody l i k e s t o manage o r be t o l d w h a t t o d o ! 
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RECORD OF INTERVIEW 
SCHOOL No. .,4 (COMPREHENSIVE.) SEX ...MALE POSITION HELD ..HEAD MASTER (GP.11) 
( I n t e r v i e w R e c o r d e d by ..TAPE.) 
Q u e s t i o n R e s p o n s e 
Q . I . I t ' s g o t t o m a x i m i s e r e s o u r c e s i n t h e s c h o o l o f b o t h t e a c h e r s a n d p u p i l s , i n s u c h a way t h a t t h e y a r e a l l 
i n v o l v e d a n d t h e y f e e l t h e y ' r e a l l c o n t r i b u t i n g t h e i r b e s t . 
Q.2. Top management i s f a i r l y e a s y t o a n s w e r . We h a v e a p o l i c y c o m m i t t e e : t w o O e p u t i e s a n d t h r e e S e n i o r 
t e a c h e r s a n d m y s e l f ( H e a d ) . They a l l h a v e o t h e r r o l e s t h e m s e l v e s b u t t h a t d e f i n e s ' t o p management'. 
M i d d l e management i s t h e Heads o f Y e a r a n d Heads o f D e p a r t m e n t s . 
Q.3. I d o n ' t t h i n k l e a d e r s h i p i n t h e s c h o o l i s t i e d t o p o s i t i o n . I t ' s t h o s e p e o p l e who a r e p r e p a r e d t o make 
t h i n g s h a p p e n . L e a d e r s h i p p r o d u c i n g ' o u t o f s c h o o l ' a c t i v i t i e s , p r o d u c i n g t h e s c h o o l c o n c e r t , p e o p l e v e r y 
much i n v o l v e d w i t h d i s p l a y w o r k - m a k i n g t h i n g s h a p p e n . One o f t h e t h i n g s t h a t INSET i s g o i n g t o do i s 
p r o d u c e s e t s o f p e o p l e who a r e p r e p a r e d t o g i v e t h e i r t i m e . You h a v e p e o p l e who a r e s u p p o s e d l y p a i d t o 
l e a d and t h o s e who w i s h t o l e a d . You p r o b a b l y h a v e more o f t h e s e c o n d t h a n y o u h a v e o f t h e f i r s t . . 
Q.4, The d i f f i c u l t y h e r e i s t o p e r s u a d e p e o p l e t h a t i n f a c t i t i s n o t t h o s e p e o p l e t h a t t h e y t h i n k a r e m a k i n g 
t h e d e c i s i o n s ; e . g . i t c e r t a i n l y i s n ' t t h e Head a n d c e r t a i n l y i s n ' t t h e p o l i c y c o m m i t t e e . What t h e y a r e 
t r y i n g t o do i s g e t some i d e a s g o i n g on w h i c h t h e r e s t o f t h e s t a f f w i l l be p r e p a r e d t o make d e c i s i o n s . 
T h a t i s t h e d i f f i c u l t y ; p e r s u a d i n g p e o p l e i t i s w o r t h g e t t i n g i n v o l v e d a n d y o u c a n i n f a c t a f f e c t w h a t i s 
g o i n g o n . 
Q.5. I t ' s d i f f i c u l t f o r a Head w i t h D e p u t i e s , P o l i c y c o m m i t t e e Heads o f y e a r a n d Heads o f d e p a r t m e n t s , 
c e r t a i n l y w i t h U n i o n r e p s - f o r a d v i c e ? - s u r e l y t h e a n s w e r i s "The b u c k s t o p s h e r e . " And r a r e l y w o u l d 
y o u go t o A d v i s o r s f o r a d v i c e , You go t o A d v i s o r s f o r h e l p . 
Q.6. I t ' s g o t t o be t h e t e a c h e r who i s a v e r y s k i l l e d t e a c h e r i n t h e c l a s s r o o m a n d whose i n f l u e n c e s p r e a d s 
b e y o n d t h e c l a s s r o o m . I t may o r may n o t be a Head o f Y e a r . I t may o r may n o t be a Head o f D e p a r t m e n t . 
Y o u ' r e l u c k y i f y o u h a v e p e o p l e who a r e h o n e s t l y i n f l u e n t i a l . I d o n ' t t h i n k i t ' s t i e d t o p o s i t i o n . We had 
a b i g d r i v e on ' C h i l d r e n i n Need" r e v o l v i n g a r o u n d a s c a l e 1 t e a c h e r ; a l o t o f p e o p l e b a c k i n g h e r , 
Q.7. The m a n a g e r s ' s J o b h a s t o t a l 1y c h a n g e d . I t o o k o v e r f r o m a t r a d i t i o n a l , h i g h l y r e s p e c t e d , v e r y s a f e h e a d 
o f a grammar s c h o o l . T h a t m u s t h a v e b e e n a v e r y , v e r y e a s y j o b . Even t h o u g h he t h o u g h t i t w a s n ' t . I n t h e 
l a s t 5, 6, 7 y e a r s t h e s i t u a t i o n i n t h e t e a c h i n g p r o f e s s i o n has s o c h a n g e d a n d d e v e l o p e d t h a t t h a t has 
become t h e m o s t s i g n i f i c a n t p a r t o f t h e j o b . You c a n no l o n g e r a c h i e v e , e a s i l y , w h a t y o u w a n t t o a c h i e v e . 
I'm n o t c e r t a i n t h a t t h e movements t h a t w e ' r e a b o u t t o h a v e w i t h c o n t r a c t s e t c . i s g o i n g t o make much 
d i f f e r e n c e t o t h a t e i t h e r . 
The m o s t d i f f i c u l t t a s k i s s t i l l m a x i m i s i n g t h e p o t e n t i a l y o u h a v e on y o u r s t a f f . To some e x t e n t y o u 
h a v e t o demand t h a t ! And i t ' s b e c o m i n g i n c r e a s i n g l y d i f f i c u l t t o demand i t , p a r t i c u l a r l y i f y o u h a v e t o 
n e g o t i a t e i t b e c a u s e y o u ' r e n e g o t i a t i n g i n s o many d i f f e r e n t d i r e c t i o n s a t t h e same t i m e . 
We h a v e l e a r n e d o v e r t h e l a s t 10 y e a r s t o r e s p e c t U n i o n r e p s . , t o c o n s u l t t h e m and i n v o l v e t h e m . T h e r e 
a r e many t h i n g s w h i c h t h e y h a v e had t o do w h i c h t h e y d i d n o t w a n t t o d o . Y o u ' r e m a n a g i n g w i t h y o u r h a n d s 
t i e d b e h i n d y o u r b a c k . 
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SCHOOL,,4 HEADMASTER HALE (CONTINUED) 
Q.8. No I d o n ' t , T h e r e a r e t w o t h i n g s t h e r e . T h e r e a r e f a r t o o f e w f e m a l e s w a n t i n g t o come t h r o u g h , When I 
a p p o i n t e d my l a s t d e p u t y we had o v e r 200 a p p l i c a t i o n s and I t h i n k o n l y 10 w e r e f r o m f e m a l e s . Of t h o s e , 
t w o w e r e v e r y g o o d . I'm n o t c e r t a i n we've been r i g h t t o a l l o w b o t h d e p u t i e s a n d i n some c a s e s a l l s e n i o r 
t e a c h e r s t o be m a l e . I t h i n k t h a t has b e e n a r e t r o g r e s s i v e s t e p . T h e r e ' s g o t t o be r e c o g n i t i o n o f t h e 
r e a l l y g o o d f e m a l e . P o s i t i v e d i s c r i m i n a t i o n ? ,. I t u s e d t o be t h e r e and n o b o d y m i n d e d . "The head i s a man 
t h e r e f o r e t h e d e p u t y i s f e m a l e " . 
I t was a t t i m e s d i f f i c l t t o g i v e t h a t d e p u t y a c l e a r e n o u g h r o l e and I t h i n k t h a t more f e m a l e s need t o 
be i n v o l v e d i n c u r r i c u l u m r a t h e r t h a n p a s t o r a l s i d e . The p a s t o r a l s i d e may w e l l be a man's j o b i n a l a r g e 
s c h o o l , b u t t h e y (women) c a n p l a y a p o s i t i v e r o l e i f t h e y g e t t h e i r t e e t h i n t o c u r r i c u l u m d e v e l o p m e n t . 
The b o s s o f t h e h e a d s o f d e p a r t m e n t c a n j u s t as e a s i l y be a woman as a man. 
Q.9. When y o u b o i l i t down t h e h e a d has no p o w e r a t a l l o t h e r t h a n h i s own p e r s o n a l i t y . He's g o t t r a i n i n g , h e ' s 
g o t e x p e r i e n c e b u t he's g o t no r e a l p o w e r . I d o n ' t t h i n k he w i l l h a v e , e v e n when we h a v e c o n t r a c t s . You 
h a v e t o manage i n t h e s e n s e o f ' m a n a g i n g d i r e c t o r ' . You c a n ' t h i r e a n d f i r e . I d o n ' t t h i n k t h a t w i l l e v e r 
come. I d o n ' t t h i n k w e ' r e a u t o c r a t s i n t h e s e n s e we w e r e 15 y e a r s a g o . We h a v e t o t a k e f a r more a c c o u n t 
o f o u r s t a f f , o f u n i o n s . 
I d o n ' t t h i n k t h a t a l l h e a d s a r e 100S h a p p y a t b e i n g h e a d s . 
Y o u ' v e g o t c e r t a i n o r g a n i s a t i o n a l s k i l l s , c e r t a i n p o w e r s o f p e r s o n a l i t y , y o u ' v e been n o t i c e d . 
Q.10. E v e r y o n e h a s a j o b d e s c r i p t i o n . I f e e l Heads o f Y e a r a d h e r e more c l o s e l y t h a n Heads o f D e p a r t m e n t s 
b e c a u s e t h e y c a n ' t e s c a p e f r o m i t . I t ' s t h e s o r t o f w o r k w h i c h h a s t o be d o n e o r t h e s c h o o l d o e s n ' t t i c k 
o v e r . T h e r e a r e a s p e c t s o f Heads o f D e p a r t m e n t w h e r e i t i s s o e a s y t o assume i t ' s b e i n g d o n e . I'm n o t 
s u r e t h a t e v e r y o n e i s g o i n g t o a c c e p t (new c o n d i t i o n s ) a n d u n l e s s t h e y a c c e p t t h e y a r e n o t g o i n g t o 
r e s p e c t t h e m . T h a t s t h e b i g g e s t p r o b l e m a t p r e s e n t , We a r e g o i n g t o d e p e n d upon t h e 'good w i l l ' o f t h e 
c o n t r a c t as o p p o s e d t o j u s t 'good w i l l ' . 
I'm a l i t t l e c o n c e r n e d t h a t we h a v e n ' t g o t q u i t e e n o u g h t e e t h i n t o a p p r a i s a l . I t h i n k a p p r a i s a l i s g o i n g 
t o h a v e t r e m e n d o u s b e n e f i t s a l l r o u n d , s o l o n g a s b o t h s i d e s c a n f e e l , h o n e s t l y , t h a t a f t e r t h e y e a r ' s 
w o r k a n d t h e n e g o t i a t i o n i n t h a t y e a r , i f a s u g g e s t i o n i s made, "You w i l l t r e m e n d o u s l y b e n e f i t f r o m 'X'", 
y o u o u g h t t o f e e l t h a t t h a t s u g g e s t i o n w o u l d be p u r s u e d . 
O t h e r comments *** no r e s p o n s e *** 
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RECORD OF INTERVIEW 
SCHOOL No. .A (COMPREHENSIVE.) SEX ...HALE POSITION HELD . .DEPUTY HEADMASTER.. ( A ) 
( I n t e r v i e w R e c o r d e d by ..TAPE.) 
Q u e s t i o n R e s p o n s e 
Q . I . P r o v i s i o n o f c i r c u m s t a n c e s i n w h i c h c h i l d r e n c a n l e a r n ; c r e a t i n g t h e r i g h t k i n d o f c l i m a t e f o r t h e p u p i l s 
t o be h a p p y ; f o r t h e s t a f f t o be h a p p y i n t h e i r t e a c h i n g ; c r e a t i n g t h e c o n d i t i o n s f o r w h i c h c h a n g e i s 
p o s s i b l e ( r a p i d c h a n g e ) ; c r e a t i n g an o p e n n e s s so t h a t e v e r y o n e i n t h e s c h o o l f e e l s t h a t t h e i r 
c o n t r i b u t i o n i s v a l u e d . 
Q.2. I w o u l d l i k e t o b l u r r t h e d i v i d e . I t h i n k w e ' r e a l l m a n a g e r s . I t h i n k a l l t e a c h e r s a r e m a n a g e r s . 'Though 
y o u c a n ' t e s c a p e t h e r e s p o n s i b i l i t y a n d a c c o u n t a b i l i t y o f t h e Head. The t o p e c h e l o n i s r e c o g n i s e d as 
H ead, t w o D e p u t i e s a n d t h r e e S e n i o r t e a c h e r s . T h ese a r e t h e p o l i c y c o m m i t t e e . M i d d l e management i s Heads 
o f d e p a r t m e n t s a n d Heads o f y e a r . T h a t i s a huge body o f t e a c h e r s . T h a t ' s o u r b i g g e s t p r o b l e m i n m i d d l e 
management p e o p l e s e e t h e i r r o l e d i f f e r e n t l y a n d we h a v e n ' t g o t p a s t t h i s d i f f e r e n c e i n p e r c e p t i o n . We 
m eet as Heads o f d e p a r t m e n t a n d Heads o f y e a r s e p a r a t e l y . 
Some p e o p l e t a k e on b o a r d t h a t t h e y a r e r e a l l y t h e r e t o l e a d t h e i r t e a m and t h e y a r e r e s p o n s i b l e f o r t h e 
q u a l i t y o f e v e r y t h i n g t h a t h a p p e n s i n t h e i r d e p a r t m e n t . One o r t w o s e e t h e i r r o l e as t h e l e a d i n g 
p r o f e s s i o n a l i n t h e i r d e p a r t m e n t a n d d o n ' t t a k e on b o a r d t h e r e s p o n s i b i l i t y f o r t r a i n i n g t h e p e o p l e , a n d 
f o r t h e p e o p l e i n t h e i r d e p a r t m e n t ; 
Q.3, T h a t ' s v e r y d i f f i c u l t . S c a l e 1 R.E. t e a c h e r s p r i n g s t o m i n d , who i s a c t i v e i n t u t o r i a l w o r k , , i s a l e a d e r . 
A t e m p o r a r y s c a l e 2, a c t i n g as Head o f D e p a r t m e n t , a t e m p o r a r y Head o f Y e a r p l o u g h i n g away w i t h h e a l t h 
e d u c a t i o n , t h e y ' r e r e a l l e a d e r s b r i n g i n g t h e s c h o o l f o r w a r d , Head o f C o m m e r c e / H a m p s h i r e , Head o f M o d e r n 
L a n g u a g e s , l e a d i n g h i s d e p a r t m e n t and o t h e r s . T h a t i s n o t an e x h a u s t i v e l i s t . The j o i n t Heads o f S c i e n c e 
h a v e done a l o t o f c u r r i c u l u m w o r k , t h e y a r e a l s o l e a d e r s o f o p i n i o n i n t h e s t a f f r o o i n ; n o t n e c e s s a r i l y 
t h e k i n d o f l e a d e r s h i p we w a n t . I n my own r o l e I a c t a s a l e a d e r ; how e f f e c t i v e l y I d o n ' t know. 
Q.4. The Head. He i s i n f l u e n c e d i n h i s d e c i s i o n s more t h a n he u s e d t o b e . I t i s c l e a r t h a t he d o e s make t h e 
d e c i s i o n s a n d t h e a r e a o f h i s d e c i s i o n m a k i n g , f o r me, i s t o o w i d e . He i s v e r y a u t o c r a t i c ' t h o u g h he d o e s 
c o n s u l t much more t h a n he u s e d t o d o ± Q u i t e c l e a r l y h e ' s - t h e one who makes t h e - d e c i s i o n s . The c h a n g i n g 
c l i m a t e o f t h e s c h o o l has made i t n e c e s s a r y f o r h i m t o c h a n g e h i s r o l e . 
S t a f f d e v e l o p m e n t w i l l n e v e r w o r k und.er an a u t o c r a t i c h e a d . 
Q.5. I t d e p e n d s upon t h e a d v i c e n e e d e d . To t h e Head, Heads o f d e p a r t m e n t s , a n y b o d y w h e r e I c a n g e t a p p r o p r i a t e 
a d v i c e . To c o l l e a g u e s who a r e d e p u t i e s , t o a d v i s o r s , a n y w h e r e a d v i c e w i l l be a p p r o p r i a t e and o f u s e . 
Q.6. I d o n ' t t h i n k i t ' s p o s s i b l e t o a n s w e r t h a t o n e . I t h i n k e v e r y o n e h a s an i n f l u e n c e . We t r y t o b u i l d up a 
c l i m a t e w h e r e e v e r y o n e c a n be i n f l u e n t i a l a n d a f f e c t t h e way t h e s c h o o l w o r k s . I t r y t o s p a r k o f f and 
s t r u c t u r e d i s c u s s i o n s o u t o f w h i c h i d e a s c a n come. I t i s i n f l u e n t i a l b u t n o t m a n i p u l a t i n g . 
I n many ways i t i s t h e i m p a c t f r o m o u t s i d e G o v e r n m e n t a n d C o u n t y i n s t r u c t i o n s : l i s t s o f new c o u r s e s f r o m 
o u t s i d e . ... (A l i s t o f c o u r s e s was g i v e n ) . 
Q.7. I n my j o b ... u r g e n t j o b s t h a t a r e ' c r u c i a l l y ' i m p o r t a n t t h a t t a k e up a l l o f my t i m e . I r e s e n t t h a t . T h e r e 
a r e more i m p o r t a n t t h i n g s t h a t I s h o u l d be d o i n g . O ver t h e l a s t f e w y e a r s b u i l d i n g t h e r i g h t c l i m a t e has 
b een d i f f i c u l t due t o t h e u n i o n s a n d p e o p l e l i m i t i n g t h e i r c o n t r i b u t i o n s t o t h e s c h o o l . 
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Q.8. No. I n t h i s s c h o o l t h e m o s t s e n i o r woman i s a s c a l e 4 and t h i s o n l y l a s t t e r m . F o r w h a t r e a s o n s I d o n ' t 
know, Some s c h o o l s h a v e a woman d e p u t y , we o n l y h a d one woman s h o r t - l i s t e d when t h e o t h e r d e p u t y was 
a p p o i n t e d . I t g i v e s t h e w r o n g s i g n a l s t o t h e k i d s , I t g i v e s t h e w r o n g s i g n a l s t o t h e f e m a l e s t a f f . We 
seemed t o h a v e s u f f e r e d f r o m a s h o r t a g e o f a m b i t i o u s women. We h a v e a s i g n i f i c a n t i m p a c t f r o m women on 
t h e s t a f f , we ha v e some v e r y g o o d women who j u s t d o n ' t p u s h t h e m s e l v e s . 
Q.9. S t a t u s ! Some p e o p l e c l a s s o t h e r s as m a n a g e r s b e c a u s e o f t h e s t a t u s t h a t t h e y h a v e . W h e t h e r t h e y a r e 
m a n a g e r s b e c a u s e o f t h i s s t a t u s i s o p e n t o q u e s t i o n . 
P o wer? I'm n o t k e e n on t h e i d e a o f p o w e r . The a b i l i t y t o i n v o l v e p e o p l e , make t h e m s e e t h e r e l e v a n c e o f 
t h e o b j e c t i v e s a n d g i v e t h e m o w n e r s h i p o f t h e c o n t e n t ; b u i l d i n g a t e a m , I t h i n k t h a t i s one o f t h e t h i n g s 
t h a t m a n a g e r s d o , t h e y d r i v e p e o p l e t o do t h i n g s a n d make t h e m r e s p o n s i b l e , 
Q.10. T h e r e a r e a number who d i s c h a r g e t h e i r d u t i e s v e r y c l o s e t o t h e j o b d e s c r i p t i o n r e q u i r e m e n t s a n d a number 
who d o n ' t . Some b r i n g more i n c o m m i t m e n t t o e d u c a t i o n , some j u s t do t h e b i t s t h e y s e e as r e l e v a n t , 
O t h e r comments *** no r e s p o n s e *** 
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SCHOOL No. ..5 (COMPREHENSIVE.) SEX .FEMALE POSITION HELD ..SCALE 1 
( I n t e r v i e w R e c o r d e d by ..TAPE.) 
Q u e s t i o n R e s p o n s e 
Q . I . Management o f b u i l d i n g s a n d r e s o u r c e s , p u p i l s , s t a f f . T h a t ' s a l l I w a n t t o say on t h a t . 
Q.2. M i d d l e management i s Heads o f F a c u l t y , Heads o f Y e a r a n d Heads o f D e p a r t m e n t s maybe. I am r e l u c t a n t t o 
i n c l u d e Heads o f D e p a r t m e n t s as m i d d l e management. I w o u l d c l a s s t h e m as l o w e r management. 
Q.3. I t e n d t o do i t m y s e l f i n t h e S c i e n c e D e p a r t m e n t . I t h i n k t h e Head o f R.E. ( a f e m a l e ) has a l o t o f i d e a s 
t o i n t e g r a t e t h e s c h o o l a n d t h e c o m m u n i t y . The Head o f P.E. She t e n d s t o o r g a n i s e s t a f f " d o " s , The D e p u t y 
Head, p e r h a p s he i s a good o r g a n i s e r r a t h e r t h a n a g o o d l e a d e r . One Head o f Y e a r i s a g o o d i n n o v a t o r . 
Q,4, I t h i n k t h a t ' s a j o i n t p o l i c y b e t w e e n t h e Head, t h e t w o D e p u t i e s a n d a n o t h e r on a ' s e n i o r ' s a l a r y i n 
c h a r g e o f c o m m u n i t y , t h e r e f o r e I see l i t t l e o f h i m . He's s u p p o s e d t o s u p e r v i s e c o m m u n i c a t i o n s b u t I d o n ' t 
know w h a t he d o e s so 'so much f o r c o m m u n i c a t i o n s ' . .. a n d t h e Head o f F a c u l t y . 
Q.5. The Head o f F a c u l t y . He's my Head o f D e p a r t m e n t b e c a u s e I g e t a l o n g w i t h h i m - on t h e same w a v e l e n g t h . 
Q.6. D e p u t y Head. 
Q.T. The m o s t d i f f i c u l t p a r t o f any j o b i s t o command r e s p e c t y e t n o t r e m a i n s o a l o o f t h a t y o u ' r e n o t a p a r t 
f r o m w h a t i s g o i n g o n . To i d e n t i f y w i t h s t a f f o r p u p i l s y e t be a b l e t o h o l d s o m e t h i n g b a c k . 
Q.8. H e r e , n o t b a d . My l a s t s c h o o l was v e r y b a d . I t o n l y had one Head o f D e p a r t m e n t , a f e m a l e . A l l men g o t 
p o s t s a n d p e r k s , ( c o u r s e s e t c . ) . T h i s i s t h e r e a s o n I l e f t my l a s t s c h o o l . 
Q.9. The a b i l i t y t o make d e c i s i o n s a n d s p e a k t h e i r m i n d , They m u s t be s c r u p u l o u s l y f a i r . I f t h e y a r e u n f a i r o r 
u n j u s t t h e y h a v e l o s t o u t . They w i l l l o s e r e s p e c t . . . . a n d t o h a v e t h e c h a r a c t e r i s t i c w h e r e t h e y c o n s u l t 
w i t h s t a f f a n d make s t a f f f e e l , ( e v e n i f t h e y d o n ' t ) t h a t t h e i r o p i n i o n s t a k e p a r t i n t h e d e c i s i o n s , I f 
t h e y h a v e g o t t h a t t h e y a r e a w i n n e r . They a r e m o t i v a t o r s . 
Q.10. T h e r e a r e no c o p i e s o f j o b d e s c r i p t i o n s . I t h i n k t h e y a r e a d h e r e d t o f a i r l y c l o s e l y . H o w e v e r , t h e r e a r e 
s i t u a t i o n s w h e r e r e s p o n s i b i l i t i e s a r e s h a r e d t o o t h e r s t a f f . 
O t h e r comments *** no r e s p o n s e *** 
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RECORD OF INTERVIEW 
SCHOOL No, ,.5 {COMPREHENSIVE.) SEX ...MALE POSITION HELD ..HEAD OF FACULTY ( S . T . ) 
( I n t e r v i e w R e c o r d e d by ..TAPE.) 
Q u e s t i o n R e s p o n s e 
Q.1. To i m p l e m e n t a n d d e v e l o p s c h o o l p o l i c y w i t h i n t h e r e s o u r c e s o f t h e s c h o o l . 
Q.2. Top i s t h e Head and t h e t w o D e p u t i e s , t h e S e n i o r m a s t e r and t h e Heads o f F a c u l t i e s . The m i d d l e management 
a r e Heads o f Y e a r and Heads o f D e p a r t m e n t s . A l l o f t h e s e h a v e o v e r a l l c o n t r o l o v e r a l a r g e p r o p o r i o n o f 
t h e s c h o o l . T h a t i s t h e d e f i n i n g f a c t o r ; how many t h e y l e a d . 
Q.3. The Head i s t h e u l t i m a t e l e a d e r , t h e D e p u t y and S e n i o r M a s t e r . W i t h i n t h e i r own a r e a s t h e Heads o f F a c u l t y 
h a v e l e a d e r s h i p r o l e s a n d t h e Heads o f D e p a r t m e n t , i n t h e i r own w a y s . L e a d e r s h i p q u a l i t i e s w i l l become 
more e v i d e n t a s t h e i r r o l e s d e v e l o p . 
Q.4. m no r e s p o n s e *** 
Q.5. The H e a d m a s t e r t h e n t h e S e n i o r M a s t e r , Then I go t o w h e r e v e r t h e e x p e r t i s e i s , No man c a n h a v e a l l l e v e l s 
o f k n o w l e d g e . F o r c u r r i c u l u m I w o u l d go t o t h e D e p u t y Head a n d m a t c h i t up w i t h my own f e e l i n g s and 
a d v i c e I ' d g a i n e d f r o m o t h e r a r e a s , Where t h e e x p e r t i s e i s , t h a t i s w h e r e I w o u l d go t o . I t h i n k t h a t i s 
an i m p o r t a n t e l e m e n t i n management. I w i l l make t h e d e c i s i o n b u t I w i l l a s k a n y o n e who c a n h e l p . I w i l l 
e v e n a s k a j u n i o r member o f s t a f f b e c a u s e t h e y r e p r e s e n t a p a r t i c u l a r p o i n t o f v i e w . 
Q.6. The D e p u t y Head. 
Q.7. I n t h e p r e s e n t s i t u a t i o n i t i s w o r k i n g o u t p r i o r i t i e s . We're a d v a n c i n g on a b r o a d f r o n t i n t h e s c h o o l a n d 
t h e m o s t d i f f i c u l t j o b we've a l l g o t a t p r e s e n t i s i d e n t i f y i n g t h e p r i o r i t i e s we m u s t h a v e . T h e r e i s a 
d a n g e r t h a t we've g o t t o o b r o a d a f r o n t . The d i f f i c u l t y i s c h a n g i n g w i t h t i m e . One t h i n g w h i c h w i l l 
r e m a i n t h e same i s d e a l i n g w i t h p e o p l e . T a k i n g p e o p l e w i t h d i f f e r e n t t e m p e r a m e n t , d i f f e r e n t a b i l i t i e s and 
g e t t i n g t h e b e s t o u t o f t h e m and g e t t i n g t h e m t o w o r k t o g e t h e r as a t e a m . Han Management! 
Q.8. I ' v e n o t a l w a y s b o t h e r e d t o c a t e g o r i s e p e o p l e as men o r women. I f t h e p e r s o n has g o t t h e a b i l i t y t h e n t h e y 
s h o u l d be g i v e n t h e o p p o r t u n i t y t o do t h e - j o b . T h e r e c o u l d be more b u t w h e t h e r t h e r e i s t h e r e s e r v o i r o f 
a b i l i t y t o h a v e more women, who p u s h t h e m s e l v e s ..? They w o u l d be o f v a l u e . I s o m e t i m e s w o n d e r i f t h e r e 
has been t h e c o m m i t m e n t t o p u s h p e o p l e . T h e r e i s no h i n d r a n c e i n t h e s c h o o l . The s t r u c t u r e we h a v e i n t h e 
s c h o o l has e v o l v e d r e o r g a n i s a t i o n and t h e p e o p l e who h a v e b e e n d o i n g t h e j o b . 
Q.9. P e r s o n a l i t y , c o m m i t m e n t , a b i l i t y t o r e l a t e t o p e o p l e , a w i l l i n g n e s s t o be a b l e t o s e e p e o p l e ' s n e e d s , t o 
g e t t h e b e s t o u t o f p e o p l e . On t h a t b a s i s y ou w i l l be c l a s s e d as a m a n a g e r . I f t h e y s ee y o u d o i n g 
s o m e t h i n g . I'm a n x i o u s t o be s e e n t o a c h i e v e s o m e t h i n g r a t h e r t h a n a b r o a d a p p r o a c h . Once we have t h o s e 
d e f i n i t e a c h i e v e m e n t s p e o p l e w i l l come a l o n g . 
Q.10. C e r t a i n l y I know w h a t my own i s . I know o f t h e Head, t h e D e p u t y Head a n d t h e S e n i o r M a s t e r . Yes t h e y a r e 
t r y i n g t o f u l f i l l t h e i r ' s . 
O t h e r comments The j o b o f t h e m a n a g e r i s t o t r a i n t h e y o u n g e r s t a f f f o r t h e management p o s t s o t h e r w i s e y ou h a v e 
a s t a g n a t i n g s y s t e m . 
RECORD OF INTERVIEW 
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SCHOOL No. ..5 (COMPREHENSIVE.) SEX .FEMALE POSITION HELD ..HEAD OF DEPARTMENT (ENGLISH) 
( I n t e r v i e w R e c o r d e d by ..TAPE,) 
Q u e s t i o n R e s p o n s e 
Q . I . B a s i c a l l y t h e management o f s c h o o l p e o p l e and t h e m a i n p o l i c y d e c i s i o n s , t h e r u n n i n g o f t h e s c h o o l i n i t s 
d i f f e r e n t a r e a s . T h ey a r e t h e p e o p l e a c c o u n t a b l e t o o u t s i d e a g e n c i e s . 
Q.2. Top management i s t h e Head a n d D e p u t i e s , 
M i d d l e management c o n s i s t s o f t h e Heads o f F a c u l t y , I e x c l u d e t h e Heads o f Y e a r s i n c e t h e y do n o t have 
t h e same r o l e . They p e r h a p s s h o u l d be t h e r e b u t I d o n ' t t h i n k t h e y a r e , i n t h i s s c h o o l . I d o n ' t t h i n k 
Heads o f D e p a r t m e n t a r e m a n a g e r s i n t h i s s c h o o l s i n c e t h e Heads o f F a c u l t y remove t h i s by p r o v i d i n g an 
e x t r a l a y e r . 
Q.3. D i f f i c u l t t h a t o n e ! The D e p u t y Head i s i n c h a r g e o f s t a f f d e v e l o p m e n t , He's e n c o u r a g i n g s t a f f t o go on 
i n - s e r v i c e c o u r s e s o r w h a t e v e r , We h a v e been more p r e p a r e d f o r GCSE by l e a d i n g i n a s s e s s m e n t , O t h e r s w i l l 
be c o m i n g t o us f o r a d v i c e , 
T h e r e a r e more t h a n I h a v e s a i d b u t I'm n o t s u r e w h e t h e r I s h o u l d i n c l u d e t h e m .,, w h e r e a r e t h e y 
l e a d i n g t o ? 
Q.4. T h i s i s w h a t management i s a l l a b o u t . You f e e l as i f y o u ' r e m a k i n g t h e d e c i s i o n s - b u t o f t e n I f e e l t h a t 
t h e y a r e made b e f o r e h a n d a n d y o u a r e b e i n g s t e e r e d t o w a r d t h a t d e c i s i o n . H o w e v e r , I d o n ' t t h i n k i t i s 
a l w a y s t h e c a s e . I n t h i s s c h o o l t h e c u r r i c u l u m g r o u p ( p o s s i b l y l e a d e r s ) a r e l o o k i n g a t t h i n g s and come up 
w i t h c h o i c e s , d e c i s i o n s .. w h i c h t h e Head has t o r u b b e r s t a m p . You do h a v e t o h a v e someone who has t o 
make t h e d e c i s i o n u l t i m a t e l y . You ha v e t o r e s p e c t t h a t w h e t h e r y o u a g r e e w i t h t h e d e c i s i o n o r n o t , 
The p a s t o r a l s t a f f , Heads o f F a c u t y a n d Heads o f D e p a r t m e n t s c a n make d e c i s i o n s . 
Q.5, I t ' s t h e D e p u t y f i r s t . A f t e r t h a t I ' v e c o n s u l t e d my Head o f F a c u l t y , s o m e t i m e s o t h e r D e p a r t m e n t a l Heads o r 
t h e S e n i o r M a s t e r , b u t n o t v e r y o f t e n . M o s t l y i n t h e d e p a r t m e n t ... I f I go t o t h e m t h e y a r e more l i k e l y 
t o come t o me w i t h t h e i r p r o b l e m s . 
Q.6. I t d e p e n d s upon t h e a r e a o f t h e s c h o o l as t o who i s an i n f l u e n c e on y o u . You c o u l d h a v e a Head o f F a c u l t y 
who i n f l u e n c e s you m o r e . On t h e s c h o o l , I w o u l d s a y t h e D e p u t y . 
Q.7. W o r k i n g w i t h p e o p l e t h e y a r e s o d i f f e r e n t , No m a t t e r how h a r d y o u t r y y o u c a n ' t p l e a s e a l l o f t h e m , T h e r e 
a r e t i m e s you f e e l t h e r e i s no r i g h t a n s w e r . U l t i m a t e l y t h e y h a v e t o make d e c i s i o n s w h i c h w i l l a n noy 
p e o p l e a n d l o s e - t h e i r r e s p e c t . I t h v n k , o f t e n , t e a c h e r s - a r e s o i n t r o v e r t e d - - o n t h e i r - o w n - t h a t - t h e y become 
p e t t y i f t h e i r r e q u e s t s a r e n ' t s e e n t o . I t h i n k p e r h a p s i t ' s p e c u l i a r t o t h e p r o f e s s i o n i n t h a t r e s p e c t . 
I t i s s o m e t h i n g a b o u t t h e n a t u r e o f t h e j o b t h a t makes t h e m d e f e n d t h e i r own t e r r i t o r y and be l e s s a b l e 
t o s e e t h e o t h e r p e r s o n ' s p o i n t o f v i e w . I t i s d i f f i c u l t t o g e t a c r o s s t o d i f f e r e n t d e p a r t m e n t s , t o make 
t h e m a l l r e a l i s e t h e y h a v e a l l b e e n c o n s i d e r e d , The demands p l a c e d on me by t h e s u b j e c t o f t e n makes me 
wo n d e r i f I am n e g l e c t i n g some o f t h e s t a f f i n t h e d e p a r t m e n t . 
Q.8, Yes I do. S o m e t i m e s women f e e l t h e y a r e n o t good e n o u g h t h e m s e l v e s , f o r some r e a s o n , so t h e y d o n ' t o f f e r 
t h e m s e l v e s up f o r s e l e c t i o n , o r a p p l y f o r t h e j o b s . When t h e y do t h e y d o n ' t a l w a y s g e t t h e j o b s . T h e r e i s 
a g e n e r a l f e e l i n g t h a t t h e r e i s l e s s r e s p e c t f o r women. A woman w i l l a d m i t t o a p r o b l e m more r e a d i l y t h a n 
a man a n d may c r e a t e an i m p r e s s i o n o f i n a b i l i t y . 
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Q.9. The p o s i t i o n t h e y h o l d . I f someone s a y s " T h i s i s t h e Head o r t h e D e p u t y Head", you may n o t know t h e m as a 
p e r s o n b u t you i m m e d i a t e l y r e s p e c t t h e m a s a manager b e c a u s e o f t h e t i t l e . A b i t l i k e s a y i n g t h i s i s a 
v i c a r o r s o m e t h i n g . You c o u l d h a v e someone who has n o t g o t a t i t l e b u t by t h e v e r y n a t u r e o f t h e i r s k i l l 
t o o r g a n i s e t h e y c a n manage y o u w i t h o u t y ou r e a l i s i n g t h i s . 
T h e r e i s n ' t s u f f i c i e n t t r a i n i n g f o r m a n a g e r s i n s c h o o l s , n o t l i k e i n i n d u s t r y w h e r e t h e y ' r e a l w a y s b e i n g 
s e n t on c o u r s e s . I w o u l d l i k e t o t h i n k i t was s k i l l . I f y o u c a n k e e p s t a f f h a p p y . 
Q.tO. N e v e r s e e n t h e Head M a s t e r ' s j o b d e s c r i p t i o n b u t I am a w a r e o f t h o s e o f t h e t o p management j o b s . 
I'm n o t s u r e t h a t j o b d e s c r i p t i o n s a r e a good t h i n g . The p r o b l e m i s t h a t p e o p l e do n o t move o u t s i d e o f 
t h e m . S t i c k i n g t o a j o b d e s c r i p t i o n c a u s e s p r o b l e m s by p e o p l e s t i c k i n g t o o r i g i d l y t o t h e i r j o b 
d e s c r i p t i o n s . 
O t h e r comments *** no r e s p o n s e *** 
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SCHOOL No. ..5 (COMPREHENSIVE,) SEX ...MALE POSITION HELD .SCALE 1 ( e x t e m p . S c a l e 3, P r o t e c t e d 2) 
( I n t e r v i e w R e c o r d e d by ..TAPE.) 
Q u e s t i o n R e s p o n s e 
Q . I . Management i s m a n a g i n g t h e p u p i l s a n d s t a f f o f t h e s c h o o l . F o r p u p i l s ; m a k i n g s u r e o f c o u r s e s a n d 
c u r r i c u l u m i n t h e s c h o o l , w i t h m a n a g i n g t h e p a s t o r a l f u n c t i o n s o f t h e s c h o o l , .. c u r r i c u l u m , p a s t o r a l , 
d i s c i p l i n e , F o r s t a f f : t o l o o k a t i n d i v i d u a l members o f s t a f f t o s e e w h a t t h e y can o f f e r i n t h e way o f 
s k i l l s , b o t h i n s i d e t h e c l a s s r o o m and o u t s i d e t h e c l a s s r o o m t o s e e i f t h e y can make t h e b e s t u s e o f t h o s e 
s k i l l s , 
Q.2, Top i s Head, D e p u t y Head and S e n i o r M i s t r e s s . P e r h a p s t h e Head T e a c h e r has an o v e r a l l r e s p o n s i b i l i t y f o r 
e v e r y t h i n g t h a t h a p p e n s i n t h e s c h o o l s o t h a t e v e r y o n e i s a n s w e r a b l e t o h i m . D e p u t y Head and S e n i o r 
M i s t r e s s , one o f t h e m may be r e s p o n s i b l e f o r ' c u r r i c u l u m ' and t h e o t h e r f o r ' p a s t o r a l ' w i t h i n t h e s c h o o l , 
s o t h e y h a v e l o t s o f p e o p l e r e s p o n s i b l e t o t h e m . I s u p p o s e t h e i r j o b s a r e somewhat v a g u e i n a s e n s e . 
M i d d l e management, t h e n t h a t ' s w h e r e I p u t Head o f D e p a r t m e n t a n d Head o f Y e a r i n t h i s s c h o o l , .. I p u t 
Head o f F a c u l t y i n S e n i o r management. They w o u l d p r o b a b l y h a v e r e s p o n s i b i l i t y o v e r a number o f Heads o f 
D e p a r t m e n t , a s s u m i n g t h e s c h o o l h a d d e p a r t m e n t s w i t h i n f a c u l t i e s . 
Q.3. L e a d e r s ? The D e p u t y Head. S i n c e he came, t h r e e y e a r s a g o , a t r e m e n d o u s number o f c h a n g e s h a v e t a k e n p l a c e 
w i t h i n t h e s c h o o l , p a r t i c u l a r l y i n t h e a r e a o f c u r r i c u l u m . The PSE p r o g r a m m e . None o f t h a t was i n 
e x i s t e n c e b e f o r e he came. P e o p l e h a d t h o u g h t a b o u t i t b u t n o b o d y h a d gone i n t o d e t a i l o f how i t c o u l d be 
p u t o n . So, he i s a m a j o r l e a d e r , I n p a s t o r a l a r e a s , t h e n t h e t h r e e Heads o f Y e a r r e a l l y a r e m a j o r 
l e a d e r s . 
Q.4. T h e r e a r e q u i t e a number o f ' b o d i e s ' w i t h i n t h e s c h o o l . The o v e r a l l d e c i s i o n i s u l t i m a t e l y w i t h t h e Head 
a n d t h e G o v e r n i n g Body. B u t we h a v e a c u r r i c u l u m d e v e l o p m e n t g r o u p . I t i s n o t r e s t r i c t e d t o any 
p a r t i c u l a r members o f s t a f f . A n y b o d y c a n be on t h a t , a n d t h a t g r o u p p u t s f o r w a r d a l l k i n d s o f 
s u g g e s t i o n s ; t u t o r i a l w o r k , o r g a n i s a t i o n o f g r o u p s e t c . .. They p u t f o r w a r d r e c o m m e n d a t i o n s t o t h e Head. 
S i m i l a r l y S c h o o l Fund m a n a g i n g body makes d e c i s i o n s . The Head i s a member o f t h a t g r o u p b u t i t i s open t o 
a n y member o f s t a f f who w i s h e s t o a t t e n d . 
I t i s d e f i n i t e l y n o t an a u t o c r a t i c s c h o o l w i t h t h e p e r s o n a t t h e t o p m a k i n g t h e d e c i s i o n s . 
Q.5, My Head o f F a c u l t y f o r s u b j e c t m a t t e r . I n o t h e r a r e a s , t h e D e p u t y Head, p a r t i c u l a r l y w i t h r e g a r d t o 5 t h 
y e a r e x a m i n a t i o n s . F o r Duke o f E d i n b u r g h A w a r d I go t o c o l l e a g u e s . 
Q.6, The D e p u t y Head a n d Head o f B a s i c S k i l l s i s a l s o an i n f l u e n t i a l p e r s o n . More a r e s u l t o f h i s c h a r a c t e r . He 
comes up w i t h more a n d d i f f e r e n t i d e a s t h a n any o t h e r p e r s o n , 
Q.7. K e e p i n g e v e r y b o d y Happy! W i t h o u t a d o u b t , b e c a u s e no m a t t e r w h a t y o u do o r w h a t you s a y , y o u i n a d v e r t e n t l y 
m i s s someone o u t o r somebody p i c k s up a p o i n t t h e w r o n g way a n d t h i n k s i t i s a c r i t i c i s m o f t h e m . The 
d i f f i c u l t p a r t o f my j o b i s m a k i n g s u r e e v e r y o n e i s a w a r e o f e v e r y t h i n g a l l t h e t i m e , e g . i n exam 
s u p e r v i s i o n . C o m m u n i c a t i o n s i s one o f t h e m o s t d i f f i c u l t ( a r e a s ) . N o t j u s t i n w h a t y o u w a n t t o s a y b u t i n 
how y o u s a y i t . I f y o u h a v e l o t s o f t h i n g s t o do a l l a t t h e same t i m e i t ' s v e r y e a s y j u s t t o s e n d a s h o r t 
message on a p i e c e o f p a p e r r a t h e r t h a n a c t u a l l y g o i n g t o s e e t h e p e r s o n and a s k i n g t h e m t o do i t . A 
p r e s s u r e o f t i m e b a s i c a l l y . 
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Q.8. F i r s t l y I t h i n k t h e s e x o f a manager i s n o t as i m p o r t a n t a s i f t h e p e r s o n c a n do t h e j o b . H a v i n g s a i d 
t h a t , w h e r e i t i s p o s s i b l e t h e r e s h o u l d be a r e a s o n a b l e b a l a n c e . I n t h i s s c h o o l t h e r e i s n ' t a l l t h a t many 
f e m a l e s . Of t h e Head, D e p u t i e s , a n d Heads o f F a c u l t i e s t h e r e i s o n l y one woman o u t o f s e v e n p e o p l e . Lower 
down t h i n g s i m p r o v e , b u t n o t d r a m a t i c a l l y . 
T h e r e a r e no t a n g i b l e r e a s o n s . I t ' s r a t h e r h i s t o r i c a l i n a s e n s e . W i t h f a l l i n g p u p i l r o l l s t h e r o l e 
h o l d e r s h a v e m a i n t a i n e d t h e i r r o l e s ( o n s c h o o l a m a l g a m a t i o n ) . I t w o u l d be e a s i e r t o s t a r t a new s c h o o l . 
Q.9. P r i o r t o r e o r g a n i s a t i o n i t was money. A f t e r r e o r g a n i s a t i o n money d i s a p p e a r e d and some p e o p l e t o o k on r o l e s 
as m a n a g e r s w i t h o u t t h e r e w a r d s . A t p r e s e n t , i n t h i s s c h o o l , p e o p l e h a v e g o t c e r t a i n s k i l l s and t h e s e 
p e o p l e a r e b e i n g u s e d t o manage a r e a s o f t h e s c h o o l , Now i t i s more t h e c h a r a c t e r a n d t h e p e r s o n a l i t y . I t 
i s a good p o i n t b u t a f t e r a y e a r o r s o some f i n a n c i a l r e w a r d w i l l be e s s e n t i a l . A t p r e s e n t p l e n t y o f 
p e o p l e a r e v e r y w i l l i n g t o a c c e p t r e s p o n s i b l e p o s i t i o n s w i t h i n t h e s c h o o l b u t a t t h e e n d o f t h e day we 
w i l l w a n t some r e w a r d f o r i t . 
Q.10. E v e r y b o d y i s a w a r e o f t h e j o b d e s c r i p t i o n o f t h e Heads o f F a c u l t y . O t h e r t h a n t h a t p e o p l e a r e n o t a w a r e 
o f a n y o f t h e j o b d e s c r i p t i o n s o f t o p management. H a v i n g s a i d t h a t i t i s o b v i o u s t h a t Mr. X l o o k s a f t e r 
c u r r i c u l u m b a s i c a l l y , and Mr, Y l o o k s a f t e r p a s t o r a l b a s i c a l l y , b u t t h e r e a r e no a c t u a l d e f i n e d l i s t s . .. 
B u t Heads o f F a c u l t y w e r e p u b l i s h e d r e c e n t l y so we a r e a l l a w a r e o f t h a t . We w e r e p r o m i s e d new j o b 
d e s c r i p t i o n s b u t n o t h i n g has come o f t h a t . N o t s u r p r i s i n g c o n s i d e r i n g w h a t i s h a p p e n i n g i n t h e n e x t f e w 
d a y s . * T h e r e i s no p o i n t i n g o i n g t o o f a r a l o n g t h e r e . T h o s e o f us ' o f f s t r u c t u r e ' w e r e a s k e d w h a t we 
w a n t e d t o do ,. s o p e o p l e a r e more a w a r e o f t h i s t h a n t h e o f f i c i a l j o b d e s c r i p t i o n s . 
* L a s t week, Feb 1987, t h e r e was a G o v e r n m e n t p a p e r t o i m p o s e j o b r e q u i r e m e n t s on a l l s t a f f . 
O t h e r comments I t w o u l d be i d e a l i f m a n a g e r s , some o f t h e m , o f s c h o o l s w o u l d go on a management c o u r s e t o f i n d 
o u t how t o manage p e o p l e . Some o f t h e m h a v e done t h a t . Some, f o r t h e l a s t t w e n t y y e a r s , h a v e n o t been on 
s u c h a c o u r s e , I t i s d i f f i c u l t t o s u g g e s t t h a t t h e y a t t e n d , 
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POSITION HELD ..HEAD OF YEAR 5 
Q u e s t i o n R e s p o n s e 
Q . I , To p u s h f o r b e t t e r r e s u l t s . I n t h e 5 t h . y e a r y o u a i m t o g e t r i d o f t h e a p a t h y o f p u p i l s . C o m m u n i c a t i o n s 
a r e i m p o r t a n t . 
Q.2. M i d d l e management i s t h e Heads o f y e a r , 
Top management c o n s i s t s o f t h e Head, t w o D e p u t i e s a n d t h e s e n i o r s t a f f ( H e a d s o f F a c u l t i e s a n d S e n i o r 
T e a c h e r s ) . T h e s e a r e p o s s i b l y j u s t f i n a n c i a l p o s i t i o n s . 
Q.3, The H e a d m a s t e r a n d D e p u t y Head, t h e S e n i o r M i s t r e s s , Head o f y e a r 1 , m y s e l f . Head o f y e a r 3 a n d h i s 
d e p u t y , Head o f M a t h s and Head o f C.D.T. F a c u l t y . 
Q.4. H e a d m a s t e r makes t h e b u l k o f t h e d e c i s i o n s . L e a d e r s a l s o make d e c i s i o n s w i t h o u t h a v i n g t o be t o l d . 
Q.5. D e p u t y o r t h e Head. 
Q.6. Head o f H u m a n i t i e s ( s c a l e 3 ) 
Q.7. C o m m u n i c a t i o n a n d f e e d b a c k , t i m e t o do t h e j o b : n e v e r h a v e a f r e e m i n u t e . No n e w s l e t t e r c a n c o v e r w h a t ha 
t o be c o m m u n i c a t e d . 
Q.9. A b i l i t y t o do t h e j o b t h e y ' r e p a i d t o d o , a n d d o u b l e t h a t on t o p , a n d s t i l l h a v e t i m e t o do t h i n g s on t o p 
o f t h a t - o u t o f t h e i r a r e a . O r g a n i s e a n d s e e i t t h r o u g h and t o be a p p r o a c h a b l e . 
Q.10. Yes! I t i s d i f f i c u l t t o f i n d o u t w h a t i s ne e d e d i n y o u r g r o u p . .. d i f f i c u l t t o g e t s o c i a l a c t i v i t i e s 
o r g a n i s e d . R e w a r d s a r e i m p o r t a n t f o r t h e h a r d w o r k . 
I do f a r more t h a n t h e j o b d e s c r i p t i o n . 
O t h e r comments *** no r e s p o n s e *** 
Q 8 Yes. 
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Q u e s t i o n R e s p o n s e 
Q . I . O r g a n i s a t i o n a n d d a y - t o - d a y management o f t h e c u r r i c u l u m , g e n e r a l d i s c i p l i n e , a s s e m b l i e s ( a l l o f w h i c h we 
d o ) , e x t r a c u r r i c u l a r p a r e n t s ' o p e n d a y s . 
Q,2. Top management i s Y e a r Heads, Heads o f F a c u l t i e s a n d t h e H e a d m a s t e r . 
T h e r e i s no m i d d l e management! You c a n o n l y h a v e t o p management. Top management m u s t make d e c i s i o n s a n d 
e n s u r e t h e y a r e c a r r i e d o u t , 
Q.3. M y s e l f . The A r t F a c u l t y l e a d s i n Drama, Open d a y s e t c , A r t i s i n v o l v e d i n m a n a g i n g a l l t h e s e a c t i v i t i e s . 
S t r o n g p e o p l e t a k i n g t r i p s a b r o a d , some D i r e c t o r s o f F a c u l t y . 
Q.4. The H e a d m a s t e r ! O t h e r m e e t i n g s make d e c i s i o n s b u t t h e Head r a t i f i e s t h e m , 
Q.5. D i r e c t o r o f f a c u l t y , H e a d m a s t e r , t h a t ' s a l l . 
Q.6. T h e r e a r e t h r e e p e o p l e : D i r e c t o r o f A r t , m y s e l f a n d t h e S e n i o r M a s t e r . 
Q.7. C o m m u n i c a t i o n . 
Q.8. T h e r e w e r e n ' t , b u t u n d e r t h e new Head t h e r e i s more e q u a l o p p o r t u n i t y . 
Q.9. S t r e n g t h o f c h a r a c t e r , a b l e t o make i n d e p e n d e n t d e c i s i o n s a n d t h e a b i l i t y t o a c t upon t h e m when n e c e s s a r y 
r a t h e r t h a n p a n d e r i n g t o t h e e x i s t i n g s y s t e m , H a v i n g t h e c o u r a g e t o say when a d e c i s i o n has f a i l e d . 
Q.10. Y e s ! To t h e l e t t e r ! 
O t h e r comments Age s h o u l d n o t come i n t o t h e c o n s i d e r a t i o n o f c a p a b i l i t y t o manage, T h e r e i s no n e e d f o r l o n g 
s e r v i t u d e o r g r e y h a i r s b e f o r e one i s t h o u g h t c a p a b l e , Now i f you h a v e a b i l i t y t h e r e i s o p p o r t u n i t y t o 
a d v a n c e . 
E x t r a - c u r r i c u l a r a c t i v i t i e s s h o u l d t a k e p l a c e a n d - t h e m a n a g e r s s h o u l d s e t t h e e x a m p l e o f l e a d i n g h e r e , 
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RECORD OF INTERVIEW 
SCHOOL No. ..6 (COMPREHENSIVE.) SEX ...HALE POSITION HELD ..HEAD OF FACULTY (SCALE 4 ) 
( I n t e r v i e w R e c o r d e d by .NOTES.) 
Q u e s t i o n R e s p o n s e 
Q . I , P o l i c y a n d d a y - t o - d a y o v e r s e e r o f s c h o o l p o l i c i e s . 
Q.2. M i d d l e management a r e t h e p a s t o r a l h e a d s . T hey a r e t h e s e r v i c e d e p a r t m e n t f o r t h e s c h o o l . 
Top management i s t h e Head a n d t w o D e p u t i e s and t h e Heads o f D e p a r t m e n t s . E d u c a t i o n a l s t a n d a r d s a r e 
i m p o r t a n t p r o v i d e d t h a t t h e p a r e n t a l n e e d s a r e a c a d e m i c . 
Q.3. Some Heads o f F a c u l t y ! O t h e r s , n o! Some Heads o f Y e a r s ! O t h e r s , n o! H e a d m a s t e r , y e s ! From o t h e r s t h e r e i s 
no p o t e n t i a l shown o r n o t shown y e t . 
Q.4. P e o p l e w i t h i m a g i n a t i o n and z e s t , I t i s n o t a l w a y s p e o p l e a t t h e t o p . I n s c h o o l a l l d e c i s i o n s , i n i d e a 
f o r m a r e t a k e n t o t h e Head, he w i l l d e c i d e . 
Q.5. Head o n l y . 
Q.6. M y s e l f a n d my w i f e ; we do t h e p u b l i c image o f t h e s c h o o l . 
Q.7, The p a p e r w o r k i n v o l v e d . I'm a d o e r r a t h e r t h a n a p a p e r w o r k e r . The p h y s i c a l e l e m e n t o f g e t t i n g t h i n g s done 
i s m o s t i m p o r t a n t . 
Q.8. No! Women a r e a l o t more c o n s c i e n t i o u s t h a n men, They c a n do as w e l l , i f n o t b e t t e r t h a n men. The r e a s o n 
f o r t h e i r c u r r e n t p o s i t i o n i s ' h i s t o r y ' b u t p e o p l e a r e b e c o m i n g more e n l i g h t e n e d . 
Q,9. You h a v e t o be r u t h l e s s as a m a n a g e r , n o t r e l a t e p e r s o n a l l y t o p e o p l e a t a l l , you n e e d n o t be s e p a r a t e b u t 
t h e r e m u s t be an a r e a o f ' n o - g o ' b e t w e e n manager a n d s t a f f . You m u s t n o t l e t p e o p l e s e e u n d e r t h e f a c a d e 
o f management, G a i n i n g r e s p e c t d o e s n o t come f r o m c o n s i d e r a t i o n b u t f r o m b e i n g a p o l i c y m a k e r . You c a n 
a c c e p t o p i n i o n b u t you h a v e t o make t h e d e c i s i o n s . 
Q.10, Yes v e r y c o n s c i o u s . I t r y t o f u l f i l l i t t o t h e p o i n t o f f r u s t r a t i o n , 
O t h e r comments The o v e r a l l j o b i n b r o a d management i s c r e a t i n g l o y a l t y . 
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RECORD OF INTERVIEW 
SCHOOL No. ..6 {COMPREHENSIVE.) SEX ...HALE POSITION HELD ..DIRECTOR OF RELATED STUD. ( S . T . ) 
( I n t e r v i e w R e c o r d e d by .NOTES.} 
Q u e s t i o n R e s p o n s e 
Q.1. D a y - t o - d a y r u n n i n g a n d l o n g t e r m p l a n n i n g ; b o t h a c a d e m i c and p a s t o r a l . 
Q.2. Top management i s t h e Head, t w o D e p u t i e s and t h e S e n i o r T e a c h e r s : one i n c h a r g e o f exams, one i n c h a r g e o f 
t i m e t a b l e . 
Q,3. The H e a d m a s t e r . 
Q.4. The H e a d m a s t e r and S e n i o r m anagement. 
Q.5. No-one! They a l l a s k t h e Head f o r p e r m i s s i o n , 
Q.6. He! 
Q.7, F i t t i n g e v e r y t h i n g i n t o 32 o u t o f 40 p e r i o d s p e r week. 
Q.8. Y e s ! 
Q.9. E f f o r t , e x p e r i e n c e , i n v o l v e m e n t , k n o w l e d g e o f t h e s y s t e m , and b e i n g p e r c e i v e d t o g e t t h i n g s d o n e by s t a f f 
and p u p i l s . 
Q.10. Y e s ! Over and a b o v e j o b r e q u i r e m e n t s . 
O t h e r comments *** no r e s p o n s e *** 
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RECORD OF INTERVIEW 
SCHOOL No. ..? (COMPREHENSIVE,) SEX .FEMALE POSITION HELD ..SCALE 2 
( I n t e r v i e w R e c o r d e d by ..TAPE.) 
Q u e s t i o n R e s p o n s e 
Q . I . The e v e r y - d a y r u n n i n g o f t h e p l a c e . O v e r a l l d e c i s i o n s i n s c h o o l p o l i c y and g e n e r a l s y l l a b u s . The 
p r i n c i p l e s o f t h e s c h o o l , i f you l i k e . 
Q.2. Top i s t h e Head, Head o f M i d d l e s c h o o l a n d Head o f L o s e r S c h o o l . M i d d l e management i s t h e Heads o f Ye a r 
a n d Heads o f D e p a r t m e n t . 
Q.3. The Head, Head o f M i d d l e S c h o o l , t h e Head o f Lower S c h o o l a n d some Heads o f D e p a r t m e n t . 
Q.4, Who d o e s n ' t ? I d o n ' t t h i n k t h e y ' r e made by one p e r s o n b u t a t e a m , o r t h e Head b r i n g i n g i n t h e p e o p l e he 
r e l i e s o n : Heads o f Y e a r , D e p a r t m e n t a n d Heads o f S i t e . .. M u t u a l d e c i s i o n s ! 
Q.5. Heads o f Y e a r , Heads o f S i t e a n d Head o f D e p a r t m e n t . 
Q.6. Head o f M i d d l e S c h o o l a n d Head o f Lower S c h o o l . 
Q.7. T r y i n g t o t r e a d t h e l i n e b e t w e e n t h e p e o p l e you h a v e t o w o r k w i t h , f r o m Heads o f S c h o o l r i g h t down t o 
k i d s . T r y i n g t o p l e a s e f a r t o o many p e o p l e . H a v i n g a d i f f i c u l t j o b t r y i n g t o c a r r y o u t w h a t p e o p l e a b o v e 
t h e m h a v e t o l d t h e m t o d o , b u t a l s o c o m i n g down t o p r a c t i c a l i t i e s o f d o i n g t h i n g s i n t h e c l a s s r o o m 
s i t u a t i o n . 
Q.8. CERTAINLY NOT! T h e r e i s no p r e j u d i c e now b u t many y e a r s ago i t was a b o y s ' Grammar S c h o o l . T h e r e a r e a l o t 
o f f e m a l e s t e a c h i n g who w o u l d n o t w a n t t o be m a n a g e r s . One o r t w o w o u l d make good m a n a g e r s b u t a r e n o t 
i n t e r e s t e d i n t h a t s i d e o f i t . So, t h e r e i s no p o l i c y a g a i n s t i t , I know t h a t f o r t h e j o b o f Head o f 
Y e a r , no f e m a l e s p u t i n f o r i t . 
Q.9. M a n a g e r s h a v e p r o v e d t h e m s e l v e s , i n i t i a l l y , i n t h e c l a s s r o o m . I t i s t h e i r s k i l l i n h a n d l i n g c h i l d r e n a n d 
s t a f f . 
Q.10. N o t a w a r e ! I h a v e n e v e r l o o k e d a t a j o b d e s c r i p t i o n . I h a v e o n l y l o o k e d a t t h a t o f S e n i o r M i s t r e s s and 
was q u i t e s u r p r i s e d t o s e e w h a t was on i t . I d o n ' t t h i n k t h e y w e r e b e i n g c l o s e l y a d h e r e d t o . 
O t h e r comments T h e r e o u g h t t o be a p o s i t i v e d r i v e t o g e t some more f e m a l e s i n t o j o b s o f r e s p o n s i b i l i t y i n t h e 
s c h o o l . I t h a s r e p e r c u s s i o n s a l l t h e way down t o w h a t t h e g i r l s s e e as t h e i r r o l e a n d t h e j o b t h a t t h e y 
m i g h t c h o o s e go i n t o . They g e t t o o u s e d t o s e e i n g t h a t i t i s t h e men t h a t h a v e g o t t h e power a n d w i e l d 
t h e w h i p . They assume t h a t t h a t i s t h e way i t s h o u l d b e . 
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RECORD OF INTERVIEW 
SCHOOL No. ..7 (COMPREHENSIVE.) SEX .FEMALE POSITION HELD ..SCALE 2 
( I n t e r v i e w R e c o r d e d by ..TAPE,) 
Q u e s t i o n R e s p o n s e 
Q . I . To k e e p t h e s c h o o l r u n n i n g s m o o t h l y . I d o n ' t know r e a l l y , 
Q.2, Top i s H e a d m a s t e r , t w o D e p u t i e s , Head o f Lower S c h o o l and Head o f U p p e r S c h o o l , M i d d l e Management i s t h e 
Heads o f Y e a r and Heads o f D e p a r t m e n t s . 
Q.3. Head o f M i d d l e S c h o o l a n d Head o f D e p a r t m e n t ( m i n e ) . 
Q.4. The Head w o u l d l i k e t o t h i n k i t was h i m b u t ... we a l l s h o u l d t h i n k i t i s h i m , he a c t s on t h e a d v i c e o f 
o t h e r s . A t t h e end o f t h e day he w i l l make d e c i s i o n s on o t h e r s ' a d v i c e . 
Q.5. Anyone i n t h e d e p a r t m e n t f o r m a t h s . P a s t o r a l , t o t h e Head o f D e p a r t m e n t b e f o r e t h e Head o f Y e a r , t h e n t h e 
Head o f Y e a r . I c o u l d e v e n s e e t h e Head o f M i d d l e S c h o o l b e f o r e t h e Head o f Y e a r . 
Q.6, I n o r d e r , Head o f M i d d l e S c o o l , Head o f S i x t h . , Head o f Lower S c h o o l t h e n Heads o f Y e a r . 
Q.7. C o o p e r a t i o n f r o m o t h e r s b o t h a b o v e a n d b e l o w . N o t h a v i n g e n o u g h t i m e t o do t h i n g s . They s h o u l d be on a l o t 
l e s s t i m e - t a b l e t h a n t h e y a r e . 
Q.8. NO! As f a r a s t h e t o p p o s i t i o n s . T h e r e s h o u l d be an a s s i s t a n t who i s a f e m a l e . 
Q.9. E x p e r i e n c e , you f o l l o w t h e i r a d v i c e p u r e l y b e c a u s e o f t h e p o s i t i o n t h e y a r e i n . The i m p l i c a t i o n i s ; 
b e c a u s e t h e y h a v e g o t t o t h a t p o s i t i o n t h e y know w h a t t h e y a r e d o i n g . 
Q.10. N o t s u r e o f j o b d e s c r i p t i o n . 
O t h e r comments I s u p p o s e when i t g e t s down t o i t I know v e r y l i t t i e a b o u t management, I n my c a s e , I h a v e n ' t 
b e e n t e a c h i n g v e r y l o n g . I am s t i l l more i n t e r e s t e d i n w h a t I am t e a c h i n g t h a n i n t h e management s i d e o f 
t h i n g s . 
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RECORD OF INTERVIEW 
SCHOOL No. ..7 (COMPREHENSIVE.) SEX .FEMALE POSITION HELD ..HEAD OF YEAR 2 (SCALE 3) 
( I n t e r v i e w R e c o r d e d by ..TAPE.) 
Q u e s t i o n R e s p o n s e 
Q . I . To r u n t h e s c h o o l , make d e c i s i o n s , i r o n o u t p r o b l e m s , t o be t h e p e o p l e i n c h a r g e a n d h e l p i n g o t h e r p e o p l e . 
Q.2. M i d d l e management a r e t h e Heads o f Y e a r . Top management i s Head o f Lower S c h o o l , Head o f M i d d l e S c h o o l 
Head o f S i x t h , t h e D e p u t i e s and t h e Head. Heads o f D e p a r t m e n t d o n ' t come i n t o m anagement. I d o n ' t t h i n k 
t h e y see t h e i r j o b i n t h e same l i g h t . I h a v e p u t t h i n g s o n t o Heads o f D e p a r t m e n t , a b o u t t h i n g s i n t h e i r 
d e p a r t m e n t , b u t t h e y a r e n o t k e e n t o t a k e t h a t r e s p o n s i b i l i t y . They w a n t t o t e a c h , d e a l w i t h p r o b l e m s i n 
t h e s u b j e c t a n d s y l l a b u s . I do n o t t h i n k t h e y a c t i n a m i d d l e management p o s i t i o n b u t p e r h a p s t h e y 
s h o u l d . They l o o k on t h e j o b as a c a d e m i c a n d e v e r y t h i n g e l s e i s a n u i s a n c e . 
Q.3. I t h i n k t h e Head i s a l e a d e r . He i s g u i d e d by a c h o s e n f e w ; Head o f L o w e r S c h o o l , Head o f M i d d l e S c h o o l , 
He comes up w i t h o t h e r i d e a s o f h i s own. 
Q.4, From D e p u t y Head down y o u r h a n d s a r e t i e d . He ( t h e Head) has t o make d e c i s i o n s . 
Q.5. N e v e r t h e Head, o n l y t h e Head o f Lower S c h o o l , 
Q.6. Head o f Lower S c h o o l a n d Head o f M i d d l e S c h o o l . N e i t h e r o f t h e t w o D e p u t i e s seem t o h a v e any i n f l u e n c e . 
Q.7. G e t t i n g c o o p e r a t i o n o f f o r m t u t o r s . M o t i v a t i n g f o r m t u t o r s . I o n l y h a v e t w o g ood f o r m t u t o r s o u t o f e i g h t , 
K i d s ' p a r e n t s a r e no p r o b l e m b u t . . . ( t u t o r s ) o n l y w a n t t o be r e g i s t e r m a r k e r s , 
Q.8. D e f i n i t e l y n o t ! B e c a u s e women h a v e c h i l d r e n . I f I had gone o u t o f t e a c h i n g a n d come b a c k , I w o u l d n o t h a v e 
b e e n i n t h i s " e l e v a t e d " p o s i t i o n . P e o p l e s t i l l h a v e a b i a s . A q u o t e f r o m t h e s t a f f r o o m , t h i s week, "We 
c a n ' t have a woman d o i n g c a r e e r s i n t h e s c h o o l . A woman d o e s n ' t know a b o u t l a d s ' j o b s . G i r l s ' j o b s a r e n ' t 
i m p o r t a n t . I t ' s t h e l a d s who n eed t h e j o b s . " 
I t ' s v e r y b a d f o r t h e g i r l s i f t h e y d o n ' t see a woman i n a management p o s i t i o n . T h e y ' r e as g o o d as men, 
s o l o n g as t h e y ' r e n o t g o i n g o f f f o r s i x m o n t h s a t a t i m e t o h a v e c h i l d r e n . I d o n ' t t h i n k t h a t ' s f a i r t o 
t h e s c h o o l . 
Q.9, I f t h e y do " t h i n g s , h a v e o r g a n i s a t i o n t h e n y o u c a n r e s p e c - t t h e m as p e o p l e , Wien y o u s e e t h e m d o i n g j h e i r 
j o b p r o p e r l y i t i s o n l y t h e n c a n y o u r e s p e c t t h e i r d e c i s i o n s a n d w h a t t h e y a s k you t o d o . P e r s o n a l i t y a n d 
r e s p e c t . 
Q.10. V e r y i n t e r e s t i n g . I d i d n o t know t h a t 'X' was s u p p o s e d t o be i n c h a r g e o f ' p a s t o r a l ' . I t was a g r e a t 
s u r p r i s e . I am n o t a w a r e o f t h e j o b s t h a t s e n i o r management h a v e t o d o . 
O t h e r comments I t was e a s i e r i n t h e o l d d a y s . 
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RECORD OF INTERVIEW 
SCHOOL No. (COMPREHENSIVE,) SEX ...HALE POSITION HELD , .SCALE 2 (DRAMA) 
( I n t e r v i e w R e c o r d e d by ..TAPE.) 
Q u e s t i o n R e s p o n s e 
Q . t . To e n a b l e i t t o r u n as i t n e e d s t o . E m b r a c i n g s t a f f and p u p i l s t o e n a b l e e v e r y o n e t o be c a r r y i n g o u t t h e 
j o b s t h e y need t o be d o i n g . 
Q.2. M i d d l e management? N e v e r h e a r d o f i t ! I t c o u l d be d e s c r i b e d a s Head o f D e p a r t m e n t m a n a g i n g s t a f f a n d 
s u b j e c t . I t m u s t a l s o i n c l u d e Heads o f Y e a r . I s u p p o s e Top management m u s t be e v e r y o n e e l s e , t h a t 
i n c l u d e s t h e H e a d m a s t e r . The d i f f e r e n c e must be "The b u c k s t o p s h e r e " . I d o n ' t know w h a t t h e y a r e b u t 
t h e r e a r e some d e c i s i o n s w h i c h o n l y t h e Head c a n t a k e ; s c h o o l p o l i c y , how t h e s c h o o l r e l a t e s t o law 
o u t s i d e e t c . M i d d l e management a r e m e d i a t i n g t h o s e d e c i s i o n s t h r o u g h t o t h e s c h o o l . Who t h o s e p e o p l e a r e 
Q.3. Some a r e management p e o p l e . N o t a l l o f t h e m . Head o f M i d d l e S c h o o l , some Heads o f Y e a r . They do t h e i r j o b s 
w e l l a n d i n s p i r e o t h e r s t o do t h e same. They e f f e c t t h e c h i l d r e n a n d t h e a t s o s p h e r e o f t h e s c h o o l , T h e r e 
a r e some Heads o f D e p a r t m e n t who, by t h e i r p o s i t i o n a n d c h a r a c t e r , s e t s t a n d a r d s w h i c h p r e v a i l a c r o s s t h e 
s i x t h f o r m e g , G e o g r a p h y , I'm s u r e has t h a t s o r t o f i n f l u e n c e . The Head o f S i x t h h i m s e l f . Any t e a c h e r who 
i s i n v o l v e d w i t h e x t r a c u r r i c u l a r s t e p s . 
Q.4. V e r y i n t e r e s t i n g i s n ' t i t ? t h e Head makes d e c i s i o n s and e n c o u r a g e s a k i n d o f d e m o c r a c y w h i c h i s n o t 
g e n u i n e . The r e s t o f t h e t i m e t h e management t e a m makes more d e c i s i o n s t h a n t h e H e a d m a s t e r . T h a t i s 
p r o b a b l y d e m o c r a t i c b u t o p e n t o t h e i n f l u e n c e o f s t r o n g members o f t h a t g r o u p . 
Q.5, A d v i c e ? A t p r e s e n t n o t many p e o p l e ; c o l l e a g u e s , i n t h e p a s t t o t h e Head o f D e p a r t m e n t , a l s o t o p a s t o r a l 
H e a d s . 
Q.6. T h o s e I h a v e i d e n t i f i e d as l e a d e r s . Some Heads o f D e p a r t m e n t make d e c i s i o n s t o d e f e n d t h e i r d e p a r t m e n t s 
a g a i n s t a n y t h i n g e l s e . C e r t a i n p e o p l e m u s t h a v e h a d a l o t o f c l o u t b e c a u s e c e r t a i n t h i n g s ( e x a m p l e s 
g i v e n ) t o o k p l a c e w h i c h o n l y t h e y w a n t e d , 
Q.7. I t d e p e n d s who t h e y a r e . They may f i n d a d m i n i s t r a t i o n d i f f i c u l t o r d i f f i c u l t y o r g a n i s i n g t h i n g s . 
T h e o r e t i c a l l y i f t h e y ' r e i n t h a t p o s i t i o n t h e y s h o u l d n ' t h a v e t h o s e p r o b l e m s . D e a l i n g w i t h k i d s who h a v e 
b e e n p a s s e d on t o t h e m by o t h e r p e o p l e ; p a s t o r a l Heads and Heads o f D e p a r t m e n t s as w e l l . P e r s o n n e l 
management w h e t h e r i t be c h i l d r e n o r s t a f f p e r s o n n e l i t i s t h e m o s t d i f f i c u l t t h i n g t o do s e n s i t i v e l y and 
g e t i t r i g h t . I t i s o f t e n i n t h e p u b l i c gaze a n d w i t h l i t t l e t i m e t o t h i n k . 
Q.8, No, i s t h e s h o r t a n s w e r t o t h a t . I t i s a l l a b o u t many women h a v i n g c h i l d r e n a n d c o m i n g b a c k a n d t h e i r 
c a r e e r s t r u c t u r e i s n ' t s o m o b i l e . I t ' s a g e n e r a l p r o b l e m . T h e r e i s a g e n e r a l d e a r t h o f f e m a l e a p p l i c a n t s 
f o r h i g h p o s i t i o n s as i t w e r e . Hay be t h a t b e i n g a manager ., no, t h a t ' s r a t h e r a s e x i s t r e m a r k .. c a l l s 
f o r a h a r d , g o - g e t t i n g k i n d o f a t t i t u d e w h i c h many women d o n ' t a c t u a l l y d i s p l a y . 
Q.9, To be c l a s s e d as m a n a g e r s .. I t ' s t h e j o b t h e y g e t . They a r e g i v e n t h i s j o b w h i c h f u l f i l l s a u s e f u l 
p u r p o s e . We d o n ' t t h i n k a b o u t m a n a g e r s u n t i l s o m e t h i n g g o e s w r o n g t h e n we s a y 'X' i s n o t v e r y g o o d . We 
n e e d management t r a i n i n g o f c o u r s e . They h a v e w o r k e d t h e i r way up f r o m b e i n g t e a c h e r s and t h e r e m u s t be 
s k i l l s h e r e w h i c h t h e y d o n ' t h a v e . 
We t h i n k o f t h e m as b e i n g m a n a g e r s b e c a u s e we a r e i n c r e a s i n g l y b e i n g t o l d t h a t t h e y a r e m a n a g e r s . B e c a u s e 
o f t h e i r p o s i t i o n , e v e r y o n e b e g i n s t o r e s p o n d t o t h a t p o s i t i o n . 
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Q.10. M a i n l y , no. I'm n o t a w a r e o f p o s t s a r o u n d t h e s c h o o l e x c e p t f o r Head o f D e p a r t m e n t t h a t I a p p l i e d f o r . 
G e n e r a l l y I d o n ' t t e n d t o t h i n k a b o u t t h a t . I d o n ' t know t h e b r i e f i n g f o r t h e P a s t o r a l Heads t h e r e f o r e I 
d o n ' t know how w e l l i t i s k e p t , 
O t h e r comments T h i n k i n g a b o u t i t i s i n t e r e s t i n g . I t e n d t o g e t on w i t h t h e d a y - t o - d a y t a s k i n h a n d , I h a d n ' t 
t h o u g h t a b o u t i t i n t h e a b s t r a c t e x c e p t when you w a n t t o s e e someone and t h e y a r e i n a management 
m e e t i n g , 
PAGE 247 
RECORD OF INTERVIEW 
SCHOOL No. ..8 (COMPREHENSIVE.) SEX .FEMALE POSITION HELD . .SCALE 3 (LEADING ENGLISH) 
( I n t e r v i e w R e c o r d e d by . J A P E . ) 
Q u e s t i o n R e s p o n s e 
Q . I . C o o r d i n a t i n g s u b j e c t s and p a s t o r a l c a r e , 
Q,2. Heads o f D e p a r t m e n t a n d Heads o f Y e a r a r e M i d d l e Management, The Head and t w o D e p u t i e s a r e Top Management. 
The M i d d l e Management t a k e t h e i r d i r e c t i o n f r o m t h e Head a n d t h e t w o D e p u t i e s , who w i l l d e c i d e w h a t i s 
p o l i c y , a f t e r c o n s u l t a t i o n w i t h M i d d l e Management, 
Q.3. The t h r e e t o p s , Head o f M a t h s , Head o f P.E., t h e C o o r d i n a t o r , Head o f H i s t o r y and m y s e l f a n d t h a t ' s a b o u t 
i t , 
Q.4. The Head u l t i m a t e l y , b u t w i t h c o n s u l t a t i o n . 
Q.5. The Head. He u s e d t o r u n t h e E n g l i s h D e p a r t m e n t . 
Q.6. The D e p u t y Head. 
Q.7. T i m e ! Lack o f t i m e a n d t o o much t o do, T h e r e a r e a l o t o f t h i n g s t h a t we w a n t t o g e t d o n e . The s c h o o l has 
a r e p u t a t i o n f o r i n n o v a t i o n ; w e ' r e a t t h e f o r e f r o n t o f e d u c a t i o n , b u t t h e r e i s a l a c k o f t i m e . 
Q.8, No, d e f i n i t e l y n o t ! T h e r e a r e more Heads o f D e p a r t m e n t m a l e t h a n f e m a l e u s u a l l y i n s t e r e o t y p e d p o s i t i o n s . 
E x c e p t f o r P h y s i c s . T h a t ' s u n u s u a l . T h e r e h a v e a l w a y s been men a t t h e t o p and t h e y w i s h t o p e r p e t u a t e 
t h i s . A l o t o f women a r e o f c h i l d b e a r i n g a g e ; a y o u n g s t a f f w i t h y o u n g c h i l d r e n . They a r e h e l d b a c k o r 
h o l d t h e m s e l v e s b a c k b e c a u s e t h e i r c h i l d r e n a r e e q u a l l y i m p o r t a n t t o t h e m and p e r h a p s t h e y d o n ' t w a n t 
h i g h p o s i t i o n s . 
Q.9. A b i l i t y t o g e t t h i n g s d o n e . Some t h i n k , o t h e r s go a h e a d a n d do i t . Good r e s u l t s i n exams g a i n s p o w e r . 
P a s t o r a l c a r e g i v e s p e o p l e p o w e r . 
Q.tO. N o t v e r y a w a r e . We a r e v e r y f l u i d - i n a s m a l l s c h o o l . 
O t h e r comments I'm n o t i n f a v o u r o f p o s i t i v e d i s c r i m i n a t i o n t o f i l l t h e r o l e . B u t when c h i l d r e n l o o k a r o u n d 
t h e y s e e t h e Head, a man, t h e D e p u t y , a man, t h e S e n i o r M i s t r e s s , a woman, One o u t o f t h r e e , Look a r o u n d 
t h e Heads o f D e p a r t m e n t ; 2/3 a r e men 1/3 women, Look a t t h e c a r e t a k e r , a man, t h e c l e a n i n g s t a f f a r e a l l 
women, G e n e r a l l y t h e y s e e more men i n p o w e r . T h i s p e r p e t u a t e s t h e s y s t e m , 
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RECORD OF INTERVIEW 
SCHOOL No.. ,,8 (COMPREHENSIVE.) S H ...HALE POSITION HELD ..H.O.D. MATHS (SCALE 4 b u t S T . d u t i e s ) 
( I n t e r v i e w R e c o r d e d by ,.TAPE.) 
Q u e s t i o n R e s p o n s e 
Q,1. To e n s u r e t h e s m o o t h r u n n i n g o f t h e s c h o o l , u p d a t e d i n m e t h o d , f a c i l i t i e s a r e p r o v i d e d , t o c o n t r o l , t o 
w o r k w i t h o t h e r s , t o m o t i v a t e , e n c o u r a g e and f a c i l i t a t e , t o l o o k a f t e r p e o p l e i n t h e n e x t s t r a t a down. 
Q.2. ' M i d d l e ' i s t h e Heads o f D e p a r t m e n t and Heads o f Y e a r . T h e r e i s an i n t e r m i x h e r e , 'Top' i s Head, D e p u t y 
and S e n i o r M i s t r e s s . I c o u l d be c a l l e d upon t o d e p u t i s e f o r t h e Head. 
Q.3. The t o p t h r e e , Head o f H i s t o r y , Head o f M a t h s , Head o f P.E. and Head o f G e o g r a p h y . 
Q.4. The D e p u t y . 
Q',5, I b o u n c e i d e a s o f f t h e s e c o n d i n D e p a r t m e n t , t h e Head o f H i s t o r y , p e o p l e I c a n r e l y on o r r e l a t e t o , The 
Head. 
Q.6. The Head, T h e r e a r e many d e c i s i o n s made by o t h e r p e o p l e . The Head i s q u i t e d o m i n a n t i n t e r m s o f p o l i c y . I t 
t e n d s t o be m e e t i n g s o f Heads o f Y e a r , t h e y h a v e a d e a l o f i n f l u e n c e . I w o u l d l i k e more d e a l i n g s w i t h 
Heads o f D e p a r t m e n t . T h e r e i s a need f o r more r e g u l a r m e e t i n g s ; 'ad h o c ' m e e t i n g s , t a s k m e e t i n g s , T h ese 
c o u l d i n c l u d e p e o p l e f r o m a l l l e v e l s . 
Q.7, S t a f f d e c i s i o n s t h a t m i g h t be u n p o p u l a r , management o f p e o p l e , i f someone r e f u s e s t o be p o i n t e d i n t h e 
r i g h t d i r e c t i o n . Some w o r k i s t i m e c o n s u m i n g b u t n o t d i f f i c u l t . 
Q.8. Yes. The l e a d e r s I i d e n t i f i e d w e r e a l l men. T h e r e a r e f e m a l e m a n a g e r s i n t h e s c h o o l . You s h o u l d go f o r 
b a l a n c e . I t i s w i s e f o r t h e s a k e o f t h e c h i l d r e n t h a t y o u h a v e a b a l a n c e d s t a f f as a g a i n s t an a l l f e m a l e 
s t a f f . 
Q.9. S k i l l i d e n t i f i e d , s u c c e s s f u l i n s u b j e c t a r e a , t o g e t j o b d o n e and e n s u r e i t ' s done w e l l ; q u a l i t y , a g o c d 
s t a n d i n g w i t h o t h e r s , n o t u n p o p u l a r b u t a f i r m n e s s , i d e n t i f y t h e m as b e i n g w o r k e r s . 
Q.10. T h e r e a r e no j o b d e s c r i p t i o n s . We w r o t e o u r own j o b d e s c r i p t i o n s w i t h an e y e t o a s s e s s m e n t , o u r a r e a s c f 
r e s p o n s i b i l i t y . I f you c r e a t e t h i n g s t o o r i g i d p e o p l e w i l l h o l d y o u t o i t . One o u g h t t o be f l e x i b l e . 
O t h e r comments T h e r e a r e some t h i n g s I w o u l d c h a n g e , e a c h p e r s o n has t h e i r own i d e a s o f how t h i n g s s h o u l d be. A 
q u o t e f r o m a Head I know, " M i d d l e Management, t h e i r f r e e t i m e was n o t f o r a d m i n . , t h a t was t o be d o n e a t 
home, i t was f o r s e e i n g p e o p l e . " T h i s as w e l l as h a v i n g a t e a c h i n g l o a d , 
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RECORD OF INTERVIEW 
SCHOOL No. ..8 (COMPREHENSIVE.) SEX ...MALE POSITION HELD ..HEAD OF P.E. I PERS. an d SOGL. EDUC. 
( I n t e r v i e w R e c o r d e d by ..TAPE.) 
Q u e s t i o n R e s p o n s e 
Q . I . Smooth r u n n i n g o f t h e s c h o o l , i m p l e m e n t i n g w h a t e v e r c u r r i c u l u m p o l i c y we h a v e i n t h e s c h o o l , d e c i s i o n 
m a k i n g , l e a d e r s h i p , s e e t o t h e d a y - t o - d a y r u n n i n g o f t h e s c h o o l . 
Q.2. Top i s t h e H e a d , D e p u t y a n d S e n i o r M i s t r e s s . M i d d l e management i s t h e Y e a r T u t o r s and some Heads o f 
D e p a r t m e n t . Some do n o t h a v e t h e q u a l i t i e s . They a r e l a c k i n g i n l e a d e r s h i p s k i l l s . 
Q.3. Head, D e p u t y a n d S e n i o r M i s t r e s s , The Head o f M a t h s , C o o r d i n a t o r , some Y e a r T u t o r s , m y s e l f . I w o u l d s t o p 
t h e r e . Many do d i s p l a y l e a d e r s h i p q u a l i t i e s . 
Q.4. U l t i m a t e l y we o n l y h a v e t h e ' B oss'. A t some l e v e l s M i d d l e Management make t h e i r own d e c i s i o n s a b o u t t h e 
d a y - t o - d a y r u n n i n g o f t h e i r own d e p a r t m e n t , b u t m a j o r d e c i s i o n s a f f e c t i n g t h e s c h o o l a s a w h o l e a r e made 
by t h e Head a n d D e p u t y , u l t i m a t e l y t h e Head. A v e r y s t r o n g Head h e r e . 
Q.5. The D e p u t y , b u t o f t e n t h e Head. I h a v e no r e s e r v a t i o n s i n c o n t a c t i n g b o t h o f t h e m . 
Q.6. D e p u t y Head. 
Q.7. F o r m y s e l f , i t i s d i f f i c u l t t o p u l l p e o p l e t o t h e way o f t h i n k i n g o f t h e way t h i n g s o u g h t t o go. I g e t a 
l i t t l e f r u s t r a t e d a t t i m e s w i t h c o l l e a g u e s who s t i l l s e e t h e i r j o b as i t was 10 t o 15 y e a r s a g o , T h e r e 
a r e u n n e c e s s a r y d i v i s i o n s f r o m i n f l u e n c e s f r o m C o u n t y H a l l . A l l t h o s e t h i n g s r e q u i r e t i m e . A l o t o f 
d e v e l o p m e n t s h a v e been s h e l v e d , a l o t o f p a p e r w o r k t o w r i t e up, g e t t i n g e v e r y o n e t o p u l l t o g e t h e r as a 
t e a m , 
Q.8. Yes t h e r e i s i m b a l a n c e i n t h e s c h o o l s t a f f on t h e w h o l e , Two t h i r d s o f t h e s t a f f a r e women. A l o t a r e 
t a u g h t e n t i r e l y by women. T h i s s h o u l d h a v e been c o r r e c t e d o v e r t h e y e a r s . The s t a f f room i s l i k e a W.I. 
Q.9. O u t s t a n d i n g l e a d e r s h i p , s k i l l i n r e l a t i o n s h i p w i t h p e o p l e , d e c i s i o n m a k i n g s k i l l , p e r s o n a l i t y . 
Q.10. We n e v e r had j o b d e s c r i p t i o n s . O n l y r e c e r v t l y have--»e-been--asked t e w r i t e t u t w h a t we d o v F r n n o t a w a r e o f 
t h e j o b d e s c r i p t i o n s o f Top Management, I t ' s s o m e t h i n g new i n e d u c a t i o n . T h i s s c h o o l r o t a t e s a t c e r t a i n 
r e s p o n s i b i l i t y l e v e l s . T h i s g i v e s f r e s h m o t i v a t i o n . 
O t h e r comments The A u t h o r i t y i s t o t a l l y l a c k i n g i n any p r o v i s i o n f o r management t r a i n i n g , I t h i n k t h e r e s h o u l d 
be i n - s e r v i c e w o r k a v a i l a b l e t o t r a i n m i d d l e a n d u p p e r m a n a g e r s . I t ' s c r i m i n a l t h e number o f Heads and 
D e p u t i e s a p p o i n t e d who h a v e n e v e r d o n e a management c o u r s e , o r Heads o f D e p a r t m e n t s who h a v e n e v e r done a 
management c o u r s e . Somewhere, sombody assumes t h a t p e o p l e n a t u r a l l y p o s s e s s management s k i l l s and t h e y 
seem t o f o r g e t t h a t t h e r e a r e d e f i n a b l e s k i l l s t h a t c a n be t a u g h t t o o t h e r s . I t i s t y p i c a l o f t h i s 
A u t h o r i t y , 
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RECORD OF INTERVIEW 
SCHOOi No. .,9 {COMPREHENSIVE.} SEX ...MALE POSITION HELD , .COORDINATOR (SCALE 4! 
( I n t e r v i e w R e c o r d e d by ..TAPE.) 
Q u e s t i o n R e s p o n s e 
Q . I . D i s s e m i n a t i o n o f i n f o r m a t i o n t o t h e c l a s s r o o m t e a c h e r f r o m one end t o a n o t h e r , 
Q.2. Top Management i s t h e Head, D e p u t y and t h e S e n i o r M i s t r e s s ; t h e p o l i c y m a k e r s . M i d d l e management i s m y s e l f 
a n d t h e Heads o f D e p a r t m e n t . 
Q.3. P e o p l e s i g n i f i c a n t i n t h e s c h o o l ? I ' l l come b a c k t o t h a t . I ' v e n o t r e a l l y t h o u g h t a b o u t i t b e f o r e . T h e r e 
a r e i n f l u e n t i a l p e o p l e w i t h i n t h e s t a f f r o om, w h i c h i s n o t r e l a t e d t o p o s i t i o n i n t h e s c h o o l , f o r m u l a t i n g 
s t a f f o p i n i o n . 
Q.4. The t o p t h r e e make p o l i c y d e c i s i o n s . A n y t h i n g a n y o n e , Heads o f D e p a r t m e n t e t c . , w o u l d w a n t t o i n s t i g a t e 
w o u l d go t h r o u g h one o f t h o s e and u l t i m a t e l y t h e Head. 
Q.5. Any one o f t h e t o p t h r e e . The D e p u t y Head. He has d o n e s i m i l a r w o r k and I w o u l d o b t a i n p r a c t i c a l a d v i c e , 
Q.6. The D e p u t y , m y s e l f and t h e Heads o f Y e a r , more t h a n t h e Heads o f D e p a r t m e n t . New p o l i c y t e n d s t o go 
t h r o u g h Heads o f Y e a r r a t h e r t h a n Heads o f D e p a r t m e n t . 
Q.7. The d i f f i c u l t y i s b e i n g t h e ' m i d d l e man', t r y i n g t o k e e p t h e p e a c e b e t w e e n t h e ' p o w e r s t h a t b e' and t h o s e 
f u r t h e r down. "See t o t h a t ! " I g e t t h e f e e d b a c k i n b o t h d i r e c t i o n s . "Why do I ha v e t o do i t ? " T r y i n g t o 
b a l a n c e t h e t w o t h i n g s . On t h e o t h e r h a n d i t ' s a good p o s i t i o n t o be i n b e c a u s e I f e e l as i f I know 
w h a t ' s h a p p e n i n g a l l o v e r t h e p l a c e . I'm p a r t y t o a l o t o f c o n f i d e n t i a l i n f o r m a t i o n a t t h i s e n d . 
Q.8. Yes; t h r e e f e m a l e Heads o f Y e a r a n d t h e S e n i o r M i s t r e s s , 4 o u t o f 9 s e n i o r p o s t s . 
Q.9, B e i n g i n t h e r i g h t p l a c e a t t h e r i g h t t i m e . Some s e e k p o s i t i o n s , o t h e r s d o n ' t , I d o n ' t know. Some a r e 
p r e p a r e d t o w i l l i n g l y do w h a t some a s k t h e m t o d o , o t h e r s g r u d g i n g l y do w h a t t h e y a r e a s k e d t o d o , I t 
m u s t be p e r s o n a l r e l a t i o n s h i p s , 
Q.10. Y e s , v e r y c l e a r o f my own. ( L i s t s i t f r o m memory) T h e r e a r e a l l s o r t s o f o t h e r t h i n g s t o do as t h e y 
c r o p up. I c a n b e , b a s i c a l l y , g i v e n a n y t h i n g t o d o . 
O t h e r comments I'm c o n t e n t w i t h how t h i n g s o p e r a t e h e r e . T h e r e a r e o t h e r s who a r e n o t , I t t e n d s t o be p e o p l e 
who a r e n o t i n a p o s i t i o n o f r e s p o n s i b i l i t y who a r e n o t t o o happy w i t h i t , 
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RECORD OF INTERVIEW 
SCHOOL No, ..9 (COMPREHENSIVE.) SEX .FEMALE POSITION HELD ..SCALE 1 ...P.E, .. . 
( I n t e r v i e w R e c o r d e d by ..TAPE,) 
Q u e s t i o n R e s p o n s e 
Q . t . C o o r d i n a t i o n , l e a d e r s h i p , c o m m u n i c a t i o n , d e v e l o p m e n t and t o g u i d e . 
Q.2. Top a r e t h e S e n i o r T e a c h e r s , t h e D e p u t i e s and t h e H e a d m a s t e r . M i d d l e Management a r e t h e Heads o f 
D e p a r t m e n t and t h e Heads o f Y e a r , I w o u l d p u t a q u e s t i o n mark n e x t t o t h e Heads o f Y e a r . The d i f f e r e n c e 
l i e s i n t h e p o w e r . The S e n i o r T e a c h e r s h a v e more s a y , Heads o f D e p a r t m e n t c a n have a v e r y s t r o n g p o s i t i o n 
a l s o , p a r t i c u l a r l y on c u r r i c u l a r m a t t e r s , 
Q.3. I d o n ' t t h i n k t h a t a t t h e moment, i n t h i s s c h o o l , t h e r e a r e any n a t u r a l l e a d e r s i n t o p management, I n f a c t 
t h e r e a s o n t h a t t h e y a r e t h e r e i s b e c a u s e t h e y a r e n o t n a t u r a l l e a d e r s . One U n i o n r e p . i s a l e a d e r . 
Q.4. D e p u t y Head m o s t l y , t h e S e c o n d M a s t e r , They a r e i n c o m p e t i t i o n , 
Q.5, No-one i n t h i s s c h o o l , 
Q.6. The S e c o n d M a s t e r . 
Q.7, M a n a g i n g p e o p l e , m a k i n g t h e m f e e l p a r t o f t h e p r o c e s s w i t h i n t h e s c h o o l , I t i s so e a s y f o r t h e m t o t e l l 
you t o do s o m e t h i n g and you f i n d i t c a n ' t be done w i t h t h e r e s o u r c e s a n d s t a f f t i m e and e q u i p m e n t , L a t e r 
t h e y w i l l r e b u k e y o u f o r n o t d o i n g w h a t t h e y s a i d . They h a v e f o r g o t t e n w h a t i t i s l i k e . They a r e j u s t 
u n a w a r e o f some o f t h e l o n g t e r m p r o b l e m s o f t h e i r d e c i s i o n s and i t s t o r e s up p r o b l e m s . 
Q.8. No! When y o u l o o k a t t h e s e n i o r management, t h e r e i s o n l y one woman S e n i o r T e a c h e r and s h e i s n e t g i v e n a 
p l a c e on t h e t o p management c o m m i t t e e , 
Q.9, The p o s i t i o n t h a t t h e y h o l d . You c a r r y o u t i n s t r u c t i o n s b e c a u s e t h e y a r e t h e o n e s r e s p o n s i b l e . 
Q.10. No! I'm n o t a w a r e o f t h e j o b d e s c r i p t i o n s , T h e r e f o r e I d o n ' t know how c l o s e l y t h e y s t i c k t o t h e m , 
O t h e r comments I b e l i e v e e v e r y p e r s o n , who a s p i r e s t o a management p o s i t i o n , s h o u l d be made t o go on a 
management t r a i n i n g c o u r s e and n o t be p e r m i t t e d t o t a k e on t h e p o s t u n t i l t h e y h a v e p a s s e d t h a t c o u r s e , 
Too many a r e t a k e n f r o m t h e c l a s s r o o m a n d t h e y a r e e x p e c t e d t o be a b l e t o d e a l w i t h a l l manner o f t h i n g s . 
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RECORD OF INTERVIEW 
SCHOOL No. ..9 (COMPREHENSIVE,) SEX ...MALE POSITION HELD ..SCALE 2 ,.HEAD OF P.E 
( I n t e r v i e w R e c o r d e d by ..TAPE.) 
Q u e s t i o n R e s p o n s e 
Q.1. S e n i o r management w o u l d come f r o m t h e H e a d m a s t e r , D e p u t y Head, S e c o n d M a s t e r and S e n i o r T e a c h e r s . We l o o k 
t o t h e m t o g i v e t h e s c h o o l a d i r e c t i o n i n i t ' s m a j o r f u n c t i o n s o f o r g a n i s a t i o n i n g e n e r a l . 
Q.2, Top management c o n s i s t s o f t h e Head and t h e t w o Second M a s t e r s , t h e Head o f Lower S c h o o l and t h e l a d y 
S e n i o r T e a c h e r . M i d d l e i s t h e Heads o f D e p a r t m e n t i n t h e r e s p o n s i b i l i t y f o r d i r e c t i n g w i t h i n t h e i r 
s u b j e c t s , n o t n e c e s s a r i l y l e a d i n g t h e way, b u t o r g a n i s i n g v o l u n t e e r s i n e x t r a c u r r i c u l a ! - , 
Q.3, The l e a d e r s i n t h e s c h o o l a r e n o t n e c e s s a r i l y t h e t o p management o r Heads o f D e p a r t m e n t e t c . , I t ' s t h o s e 
who g e t up a n d s a y l e t ' s do s o m e t h i n g . W a n t i n g t o g e t on w i t h t h i n g s . The p o s i t i o n s i n t h e s c h o o l i s v e r y 
d i f f i c u l t t o a n s w e r , 
Q.4. W i t h i n d e p a r t m e n t s i t i s , o b v i o u s l y , t h e Head o f D e p a r t m e n t who c a r r i e s t h e c a s t i n g v o t e . I d e a l l y a l l w i l l 
t a k e p a r t , b u t i f i t comes t o s t a l e m a t e , t h e Head o f D e p a r t m e n t w i l l h a v e t o make t h e d e c i s i o n . W i t h 
r e g a r d t o t h e g e n e r a l d i r e c t i o n o f t h e s c h o o l , I w o u l d t h i n k i t w o u l d b e , d e f i n i t e l y , t h e D e p u t y Head a n d 
S e c o n d M a s t e r . I n t h e l o w e r s c h o o l i t i s t h e Head o f Lower S c h o o l . 
Q.5. I w o u l d go t o a n y b o d y . As Head o f D e p a r t m e n t , I d o n ' t e x p e c t t o know a l l t h e a n s w e r s m y s e l f . Whoever I 
f e e l i s w e l l e q u i p p e d t o h e l p me. 
Q.6. D e p u t y Head and S e c o n d M a s t e r , They h a v e m o s t i n f l u e n c e f o r t h e y c a n i m p l e m e n t , q u i t e e a s i l y , t h e i r i d e a s 
v i a t h e s c h o o l p o l i c y . T hey h a v e one a d v a n t a g e w h i c h w o u l d s t e m f r o m t i m e t a b l e k n o w l e d g e , w h e r e o t h e r s do 
n o t . 
Q.7. C r e a t i n g a s i t u a t i o n w h i c h i s a c c e p t a b l e t o e v e r y o n e , t o use p e o p l e t o t h e b e s t o f t h e i r a b i l i t y , m a k i n g 
s u r e i t ' s ' h o r s e s f o r c o u r s e s ' . 
Q.8. Yes I w o u l d , I t h i n k t h o s e women i n m a n a g e r i a l p o s i t o n s a r e t h e m o s t c a p a b l e , I t i s d i f f i c u l t t o s a y i f 
t h e y - w o u l d - w a n t t o go a s t e p h i g h e r o r i f t h e y w o u l d w i s h t o s t a y w h e r e t h e y a r e . I t ' s d i f f i c u l t t o s a y 
i n t h e p r e s e n t s i t u a t i o n , 
Q.9. The i n d i v i d u a l i n v o l v e d , t h e d r i v e a n d d e t e r m i n a t i o n o f t h e i n d i v i d u a l . C e r t a i n l y t h e b e s t m a n a g e r s a r e 
t h e o n e s who h a v e w a n t e d t o g e t a l l t h e way t o t h e t o p . 
Q.tO. N o t a l l o f t h e m . T h e r e a r e some I ' v e n e v e r s e e n . I f I'm n o t c o n c e r n e d a b o u t a c e r t a i n p o s t I w o u l d n o t be 
i n t e r e s t e d . Some j o b s t a k e s o l o n g t h a t t h e o t h e r p a r t s s l i d e . 
O t h e r comments I f y o u ' v e g o t a good d e p a r t m e n t one o f t h e t h i n g s t h a t t i e s you up i s t h e f o r w a r d p l a n n i n g and 
c o m m i t m e n t s , 
PAGE 253 
RECORD OF INTERVIEW 
SCHOOL No. ..9 (COMPREHENSIVE.) SEX .FEMALE POSITION HELD ..SENIOR TEACHER (HOY 5 CURRIC.DEV +TT! 
( I n t e r v i e w R e c o r d e d by ..TAPE.) 
Q u e s t i o n R e s p o n s e 
Q . I . To d i r e c t t h e way t h e s c h o o l i s g o i n g , p r o v i d e t h e l o n g - t e r m a i m . 
Q.2, You c o u l d go on s c a l e b u t n o t now. Top i s t h e Head, D e p u t i e s a n d S e n i o r T e a c h e r s . M i d d l e Management a r e 
t h e m a j o r Heads o f D e p a r t m e n t s ( M a t h s and E n g l i s h ) a n d Heads o f Y e a r . T h e r e i s a g r e a t e m p h a s i s on 
p a s t o r a l . We're g e t t i n g C o o r d i n a t o r s o f s u b j e c t s , I t ' s g o i n g away f r o m h e a d s o f s m a l l e r d e p a r t m e n t s , 
g o i n g t o w a r d s t h e C o o r d i n a t o r s . 
Q.3. Head o f E n g l i s h i s a l e a d e r , a s t r o n g c h a r a c t e r . The t w o D e p u t i e s a r e . I t t e n d s t o be i n t h e s e n i o r 
management h e r e . T h e r e i s a l o t o f a p a t h y e l s e w h e r e . 
Q.4. I t ' s s u p p o s e d t o be t h e s e n i o r management t e a m , b u t I t h i n k i t ' s t h e t w o D e p u t i e s t h a t make t h e d e c i s i o n s 
a n d t h e Head a g r e e s . 
Q.5. I d o n ' t go t o t h e Head. M o s t l y t h e S e c o n d M a s t e r b e c a u s e I ' v e known h i m l o n g e r , now more t o t h e D e p u t y . 
Q.6. D e p u t y Head, b u t t h e N.A.S. r e p . has been a l l o w e d t o h a v e i n f l u e n c e i n t h i n g s ; a n e g a t i v e i n f l u e n c e . 
Q.J. ( I n ) my j o b I h a v e so many b i t s . T h e r e i s n o t e n o u g h h o u r s i n t h e d a y . I'm a S e n i o r T e a c h e r , c u r r i c u l u m 
d e v e l o p m e n t and t i m e t a b l i n g . I'm a l s o h e a d o f t h e 5 t h y e a r . They a r e v e r y b i g j o b s and c o m p l e t e l y 
d i f f e r e n t a r e a s , a n d t i m e c o n s u m i n g . The p r e s e n t w o r k i s n o w a d a y s c o n s t a n t and y o u d o n ' t g e t t h e l u l l s 
l i k e you u s e d t o d o . 
Q.8. No! I d o n ' t t h i n k t h e r e a r e as many women who l o o k f o r j o b s i n t h e s i d e o f management. I f y o u ' r e g o i n g t o 
l o o k f o r a c a r e e r i n management t h e n y o u r f a m i l y h a v e t o t a k e s e c o n d p l a c e . Y o u ' r e n o t g o i n g t o t a k e t i m e 
o u t . The s y s t e m has b e e n r u n by men f o r many y e a r s a n d t h e y d o n ' t w a n t t o l o s e t h a t , c o n s c i o u s l y . I f e e l 
t h a t ! T h e y ' r e ( f e m a l e s ) n o t t h e r e when t h e d e c i s i o n s a r e made. I ' v e had t h i s a r g u m e n t w i t h t h e m . When t h e 
D e p u t y Head p o s t was a d v e r t i s e d t h e r e w e r e few women a p p l i e d a n d o n l y one s h o r t - l i s t e d , who was u n d e r 
r e d e p l o y m e n t . 
Q,9. M o s t m a n a g e r s a r e l e a d e r s by e x a m p l e . S t a f f w i l l f o l l o w p e o p l e who w i l l h e l p t h e m a n d s u p p o r t t h e m . I t i s 
n o t s a l a r y s c a l e . They l i k e m a n a g e r s t o be s u c c e s s f u l i n t h e i r a c t i o n s . 
Q,10. Yes I am a w a r e . They do t e n d t o s t i c k t o t h e j o b d e s c r i p t i o n s f o r t h e a d m i n i s t r a t i o n has t o be d o n e . 
T h e y , o f t e n , c o o p e r a t e a n d s u p p o r t e a c h o t h e r on g l o b a i i s s u e s o u t s i d e t h e i r j o b d e s c r i p t i o n s . 
O t h e r comments I t i s i m p o r t a n t t h a t m a n a g e r s do n o t i s o l a t e t h e m s e l v e s f r o m t h e r e s t o f t h e s c h o o l , They must 
r e l a y i n f o r m a t i o n and e n a b l e p a r t i c i p a t i o n . 
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RECORD OF INTERVIEW 
SCHOOL No. ..9 (COMPREHENSIVE.) SEX ...MALE POSITION HELD ..HEADMASTER 
( I n t e r v i e w R e c o r d e d by ..TAPE.) 
Q u e s t i o n R e s p o n s e 
Q . I , Management i s i m p o r t a n t t o e n s u r e t h e way t h e s c h o o l i s r u n and o r g a n i s e d i n t h e b e s t i n t e r e s t s o f t h e 
p u p i l s who come t o w o r k t h e r e and t h e s t a f f a l s o , f o r t h e maximum b e n e f i t o f e v e r y b o d y , T h a t ' s i t i n a 
n u t s h e l l . O r g a n i s i n g i n many ways , p a s t o r a l , c u r r i c u l a r w a y s , i n f i n a n c i a l t e r m s , t e a c h i n g s t a f f , 
n o n - t e a c h i n g s t a f f , i n s u c h a way t o g e t t h e b e s t o u t o f e v e r y o n e . 
Q.2. Top management I w o u l d r e g a r d as t h e ' b i g 4'; Head, t w o D e p u t i e s a n d t h e S e n i o r T e a c h e r o f t h e l o w e r 
s c h o o l , M i d d l e ; a l a r g e number o f p e o p l e , 1 6 - 2 0 , i n c h a r g e o f s u b j e c t s , some v e r y l a r g e s u b j e c t s , I t h i n k 
t h a t Top management has e v o l v e d . M i d d l e management c o u l d be a n y o n e w i t h a r e s p o n s i b i l i t y 2, 3, o r S e n i o r 
T e a c h e r . 
Q.3. T h e r e a r e l e a d e r s and l e a d e r s . T h ose l i k e m y s e l f , t h e t w o d e p u t i e s a n d Head o f Lower S c h o o l , who p e o p l e 
l o o k t o f o r l e a d e r s h i p . The p e o p l e m e n t i o n e d know t h a t and o p e r a t e i n t h a t way. P e o p l e l o o k t o t h e m f o r 
t h a t , so t h e y p u t t h e m s e l v e s o u t t o g i v e i t t o t h e m . I s u p p o s e t h e r e a r e o t h e r l e a d e r s i n t h e s c h o o l i n a 
m i n o r s e n s e , b u t i t w o u l d be r a t h e r n a r r o w and p e r h a p s a l e a d e r i n a s u b j e c t a r e a s h o w i n g t h e way i n 
t h e i r d e p a r t m e n t and t h e p u p i l s t o o . 
Q.4. I t ' s a w i d e t e r m . I s u p p o s e a t t h e e n d o f t h e m a j o r d e c i s i o n s , i n t h e s e n s e o f s c h o o l p o l i c y and 
o r g a n i s a t i o n , I hav e t o make t h e m . B u t I t h i n k I r a r e l y make any s o r t o f d e c i s i o n w i t h o u t a p p r o p r i a t e 
c o n s u l t a t i o n . C o n s u l t a t i o n may be w i d e o r n a r r o w d e p e n d i n g upon t h e c i r c u m s t a n c e s . I r e a l l y c a n ' t 
remember t h e l a s t t i m e I t o o k a d e c i s i o n o u t r i g h t , w i t h o u t r e f e r e n c e t o a t l e a s t one o t h e r p e r s o n . I f 
y o u ' r e t a l k i n g o f t h e m a j o r d e c i s i o n s , on how t h e s c h o o l o p e r a t e s , on f o r m a l p l a n n i n g a n d s o o n , t h e r e i s 
c o n s u l t a t i o n . We hav e d e p a r t m e n t a l m e e t i n g s i n d e p e n d e n t l y . From t i m e t o t i m e we h a v e f u l l s t a f f m e e t i n g s 
a n d Top management meet o n c e a week. As t i m e g o e s by we g e t t o know one a n o t h e r a n d y o u g e t a g u t 
f e e l i n g on how we o p e r a t e and s t a f f c a n make t h e i r own d e c i s i o n s , o n l y c o m i n g t o me t o e n s u r e t h e r e i s 
no c l a s h i n o r g a n i s a t i o n a n d so o n . 
Q.5. A n y b o d y and e v e r y b o d y . I'm t h e f i r s t t o a d m i t t h a t i n many a r e a s I am n o t a t a l l e x p e r t . I r e s p e c t t h e 
t r a i n i n g a n d q u a l i f i c a t i o n s o f t h o s e who h a v e been t r a i n e d i n t h a t way. 
Q.6, The Top management t e a m , They a r e e x p e c t e d t o be and t h e y a r e h a p p y t o b e . To some e x t e n t we h a v e -got t h e 
r i g h t p e o p l e i n t h e r i g h t p l a c e , I f w e ' r e t a l k i n g a b o u t i n f l u e n c e i t c o u l d w e l l b e , i f we l i k e i t o r n o t , 
t h a t f o r a l o n g t i m e , t h e P r o f e s s i o n a l A s s o c i a t i o n s a r e h a v i n g r a t h e r more i n f l u e n c e i n t h e way t h i n g s 
o c c u r a t s c h o o l , 
Q.7, The mo s t d i f f i c u l t p a r t i s f i n d i n g t i m e t o do t h i n g s w h i c h n eed t o be d o n e , I t ' s h a p p e n i n g more and more 
now t h a t a l l t h e s e new i n i t i a t i v e s ; T V E I , GCSE, e t c . i s t h e m o s t d i f f i c u l t t h i n g . N o t so much i n t e r m s 
'we c a n ' t c o p e w i t h i t ' , we hav e t h e e x p e r t i s e a n d s k i l l s . None o f us f i n d t h e w o r k d i f f i c u l t i n t h a t 
s e n s e , b u t w e ' r e a l w a y s c r y i n g o u t f o r t i m e . 
Q.8. A n s w er must be: No! W h i l s t I w e l c o m e . . . ( W e ' r e t a l k i n g t o p management n o w ? ) . , t h e move t o h a v e e q u a l i t y , 
I t u s e d t o be we u s e d t o have a Head, D e p u t y Head and a r e c o g n i s e d f e a t u r e o f any s c h o o l u s e d t o be a 
S e n i o r M i s t r e s s , Now t h e t o p management t e a m c a n b e , as i t i s i n t h i s s c h o o l , a l l m a l e . We c a n go down a 
peg t o S e n i o r T e a c h e r who i s a f e m a l e . I w o u l d w e l c o m e an e x t e n s i o n o f t h e t o p management t e a m w i t h t h e 
p r o v i s i o n t h a t one mu s t be a f e m a l e , b e c a u s e o f t h e need f o r t h e w e l f a r e o f g i r l s ' w e l l - b e i n g and w e l f a r e 
a n d l a d y s t a f f w e l l - b e i n g and w e l f a r e . I may be o l d f a s h i o n e d b u t m a l e s r e l a t e t o men's p r o b l e m s and 
l a d i e s t o l a d i e s ' p r o b l e m s and g i r l s ' p r o b l e m s . O f t e n t h e r i g h t s o r t o f p e r s o n d o e s n o t come f o r w a r d . 
P a r t i c u l a r l y i f i t means e x t r a w o r k a n d t a k i n g on e x t r a r e s p o n s i b i l i t y . 
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Q.9. I t ' s t i e d up w i t h a b i l i t y . The p e o p l e I s e e c a r r y i n g o u t t h e management t a s k s a r e p e o p l e who h a v e p r o v e n , 
o v e r a l o n g p e r i o d o f t h e i r t e a c h i n g a n d n o n - t e a c h i n g t a s k s , t h a t t h e y a r e a b l e p e o p l e , t h a t t h e y ' v e g o t 
d r i v e a n d l e a d e r s h i p q u a l i t i e s , a l o t t i e d up w i t h p e o p l e t o o , s y m p a t h e t i c , f i r m b u t k i n d , G e n e r a l , 
o v e r a l l , f i n e p r o f e s s i o n a l q u a l i t i e s . 
Q.IO. The l o w e r s t a f f may n o t be a w a r e o f t h e j o b d e s c r i p t i o n s o f o t h e r s . W r i t t e n j o b d e s c r i p t i o n s do e x i s t b u t 
t h e y may o n l y be known t o t h o s e p e o p l e who w e r e s u c c e s s f u l i n g e t t i n g t h e p o s t , o r a p p l i e d f o r t h e p o s t . 
They may be a w a r e o f w h a t t h e j o b r e q u i r e m e n t s a r e by s e e i n g t h e m c a r r y i n g o u t t h e d u t i e s . J o b 
d e s c r i p t i o n s , i n t h e s c h o o l , t e n d t o be on t h e l o n g s i d e a n d some r e a s o n a b l e p e o p l e may f i n d t h e m 
o n e r o u s . They h a v e t o e s t a b l i s h p r i o r i t i e s , b u t we g e t t h e r e i n t h e e n d . P e r h a p s a l l t h i s w i l l be p u t 
r i g h t i n t i m e . H o w e v e r , i n r e c e n t t i m e s , much o f t h e j o b d e s c r i p t i o n s h a v e been u n d e r m i n e d by i n d u s t r i a l 
a c t i o n s . The m e e t i n g s w i t h p a r e n t s s u f f e r f r o m t i m e t o t i m e . 
O t h e r comments ** no r e s p o n s e ** 
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RECORD OF INTERVIEW 
SCHOOL No. ,10 (COMPREHENSIVE.) SEX ...MALE POSITION HELO ..SCALE 1 
( I n t e r v i e w R e c o r d e d by ..TAPE.) 
Q u e s t i o n R e s p o n s e 
Q . I . To h e l p a l o n g t h e p r o c e s s o f e d u c a t i o n i n t h e s c h o o l ... no o t h e r f u n c t i o n t h a t I c a n see t h a n t h a t . 
Q.2. Top i s t h e Head o n l y . The D e p u t y has no way o f m a k i n g d e c i s i o n s . He does t h e d a y - t o - d a y r o u t i n e , 
A p p o i n t m e n t s a r e t h e Head and G o v e r n o r s , M i d d l e Management i s t h e p a s t o r a l r e s p o n s i b i l i t i e s a r e a , 
c u r r i c u l u m d e v e l o p m e n t g r o u p c o n s i s t i n g o f t h e Heads o f D e p a r t m e n t and Heads o f S u b j e c t s , ( a n ad hoc 
b o d y ) , c o n t r o l l i n g exam p r o c e d u r e s e t c . I d o n ' t b e l i e v e t h e Head has t h e r i g h t t o make d e c i s i o n s on 
c u r r i c u l u m d e v e l o p m e n t ! The Head has t h e r e s p o n s i b i l i t y o f s t a f f i n g and r e s o u r c e s . 
Q.3. Head o f Y e a r 4, t h e t w o D e p u t i e s , H e a d m a s t e r i s a n e g a t i v e l e a d e r . H i s a b i l i t y t o manage p e o p l e i s p o o r , 
f u l l o f i n d e c i s i o n . 
Q.4, Heads, w i t h w h i c h s t a f f d i s a g r e e . O f t e n c h i l d r e n , p o s i t i v e and n e g a t i v e i n f l u e n c e . Head o f Lower S c h o o l , 
( I make) s u b j e c t d e c i s i o n s i n my a r e a i n v a r i o u s w a y s . 
Q.5. Head o f S c i e n c e , Head o f P h y s i c s , t h e H e a d m a s t e r a n d P a s t o r a l f o r h e l p w i t h c h i l d r e n . 
Q.6. U n i o n Reps, h a v e s t o p p e d t h e Head d o i n g some f o o l i s h t h i n g s . 
Q.7. P e r s o n a l r e l a t i o n s w i t h c h i l d r e n , by t h e Head, He m i s s e s o p p o r t u n i t i e s t o p a s s on h i s v a l u e s . 
Q.8, No! T h r o u g h a m i s t a k e i n l e g i s l a t i o n . One D e p u t y Head s h o u l d be f e m a l e . 
Q.9. T e c h n i c a l s k i l l s a t t h e j o b a r e i m p o r t a n t . To be s e e n t o be o p e n a n d f a i r . ( I w o u l d r e q u i r e a b i d d i n g 
s y s t e m f o r f i n a n c e . ) C o m m u n i c a t i o n , e m p a t h y i s o f t e n l a c k i n g , a b i l i t y t o m a n i p u l a t e p e o p l e . 
Q.IO. Job d e s c r i p t i o n ! We h a v e no r e d r e s s i n i t . I f t h e Head i s g o i n g t o f o r c e a j o b d e s c r i p t i o n on me and I 
d o n ' t a g r e e w i t h i t , I may t r y t o a v o i d i t . 
O t h e r comments I t ' s no good h a v i n g a management s t r u c t u r e i f t h e r e i s no c h e c k i n g . T h e r e i s a need f o r a p r o p e r 
c h e c k s y s t e m on management s y s t e m s . T h i s c o u l d be c o m p u t e r i s e d . 
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SCHOOL No, ,10 (COMPREHENSIVE,) SEX .FEMALE POSITION HELD , .SCALE 1 
( I n t e r v i e w R e c o r d e d by ..TAPE.) 
Q u e s t i o n R e s p o n s e 
Q . i , To r u n t h e s c h o o l i n i t ' s p a s t o r a l and a c a d e m i c d e v e l o p m e n t , 
Q.2, I was o n c e t o l d t h a t S c a l e 3 and a b o v e i s M i d d l e management, Top Management i s t h o s e a b o v e S c a l e 4. I was 
t o l d by my l a s t H e a d m a s t e r , 
Q.3, The H e a d m a s t e r ' s a t t i t u d e t a k e s away t h e f u n c t i o n o f o t h e r l e a d e r s . T h e r e f o r e i t ' s d i f f i c u l t t o s a y who 
a r e t h e o t h e r l e a d e r s . The s t a f f a r e t o t a l l y u n i t e d a g a i n s t t h e Head. I t i s t h e b e s t t h i n g a b o u t h i m t h a t 
t h e s t a f f a r e u n i t e d a g a i n s t h i m , 
Q.4. The H e a d m a s t e r i n t h i s s c h o o l , 
Q.5. I n a f o r m a l s e n s e I d o n ' t go t o a n y o n e f o r a d v i c e , J u s t l e t o f f s t e a m i n t h e s t a f f r o o m , I ha v e s u f f i c i e n t 
e x p e r i e n c e t o be a b l e t o a n a l y s e t h i n g s t h a t h a v e gone w r o n g . 
Q.6. V e r y d i f f i c u l t u n d e r t h e c u r r e n t c i r c u m s t a n c e s , I w o u l d n o t l i k e t o s a y , 
Q.7. F i n d i n g ways t o g e t a r o u n d t h e H e a d m a s t e r t o g e t t h i n g s d o n e . T h a t ' s how I s e e i t , I f e e l t h a t t h e D e p u t y 
Head and t h e s e n i o r s c a l e p o s t h o l d e r s s p e n d a l o t o f t i m e t r y i n g t o c i r c u m v e n t w h a t he has s a i d , The 
p r o b l e m i s u p w a r d r a t h e r t h a n d o w n w a r d . 
Q.8. NO! T h e r e a r e t h r e e women a b o v e s c a l e 2, a l l on s c a l e 3, We h a d a S e n i o r M i s t r e s s / D e p u t y who t o o k 
r e t i r e m e n t a n d was r e p l a c e d by a man, The Head o f S i x t h was r e p l a c e d by a man. A l t h o u g h we h a v e no axe t o 
g r i n d a b o u t t h e men who f i l l e d t h e p o s t s ... we f e e l i t ' s w r o n g , i n r e s p e c t t o g i r l s i n t h e s c h o o l , t h e r e 
i s n o - o n e t h e r e t o see as a r o l e model o r t o h e l p w i t h t h e i r s i t u a t i o n s . (... f u r t h e r s c e n a r i o s o f f e r e d 
. . , ) I t a p p e a r s t h a t , s i n c e t h e p r e s e n t Head came t o t h e s c h o o l , when a woman has l e f t a man has t a k e n 
o v e r and when a woman has t a k e n a p o s t i t has been r e d u c e d by a p o i n t . I t l o o k s , w i t h o u t any d i r e c t 
e v i d e n c e , t h a t t h e r e i s d i s c r i m i n a t i o n . I n f a c t 'The G e n t l e m a n ' has been h e a r d t o s a y , " I t ' s n i c e t o 
know t h a t t h e l a d i e s r e a l i s e t h a t t h e men h a v e t o ' g e t o n ' . ' 
Q.9. The a b i l i t y t o s e e a p r o b l e m and do s o m e t h i n g a b o u t i t . M a n a g e r s a r e t h o s e p e o p l e w i t h p o s t s o f 
r e s p o n s i b i l i t y . 
Q.10. I'm n o t a w a r e o f o t h e r s ' j o b d e s c r i p t i o n u n l e s s a d v e r t i s e d i n t h e l a s t f ew y e a r s . I d o n ' t t h i n k t h e y 
s t i c k t o t h e m . I n g e n e r a l t h e y a r e p r e p a r e d t o do m o r e . O t h e r s f a l l s h o r t . 
O t h e r comments I d o n ' t w a n t i t t o be t h o u g h t t h a t m a n a g e r s do n o t h i n g . I t ' s d i f f i c u l t . He s a y s , " I ' m t h e Bo s s . 
... You do as I s a y . " 
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SCHOOL No. .10 (COMPREHENSIVE.) SEX .FEMALE POSITION HELD ..SCALE 2 
( I n t e r v i e w R e c o r d e d by ..TAPE.) 
Q u e s t i o n R e s p o n s e 
0 , 1 , The r u n n i n g o f t h e s c h o o l i n t e r m s o f a d m i n i s t r a t i o n , t i m e t a b l e , r e s o u r c e s and r e q u i s i t i o n , S h a r i n g i t o u t 
n o t d e c i d i n g w h a t i s b o u g h t . G e n e r a l l y t h e a d m i n i s t r a t i o n o u t s i d e o f t e a c h i n g , No d i r e c t l i n k w i t h t h e 
t e a c h i n g , 
Q.2. M i d d l e Management i s t h e Heads o f D e p a r t m e n t and Heads o f f a c u l t y . They w o r k c l o s e r w i t h s t a f f , Top i s t h e 
Head, t w o D e p u t i e s and t h e S e n i o r T e a c h e r s , 
Q.3. I t ' s n o t t h e p o s i t i o n t h a t makes t h e m l e a d e r s , more t h e i r p e r s o n a l i t y , 'X' u s e d t o b e , b u t n o t so much 
now. We h a v e a v e r y s t r o n g F e m a l e G r o u p . T h e r e a r e o n l y t w o women on s c a l e 2. 
0,4, The 'Boss' i n as much t h a t he has t h e s a y . I ' v e h e a r d t h a t a t m e e t i n g s , i f p e o p l e do n o t a g r e e w i t h h i m , 
he j u s t s h e l v e s t h e i d e a and i t comes o u t l a t e r as a d e c i s i o n . I n t h e d a y - t o - d a y a c t i v i t i e s d e c i s i o n s a r e 
t a k e n by t h e t w o d e p u t i e s . 
Q.5. S t a f f w o u l d n o t d r e a m o f g o i n g t o a Head o f S c h o o l , We g o t t h e g r o u p t o g e t h e r and h e l d a m e e t i n g , We h a v e 
no l e a d e r as s u c h . So n o - o n e c a n be t a r g e t t e d , 
Q.6. The D e p u t y Heads an d t h e s t a f f , as a w h o l e . We a r e ' U n i o n m i n d e d ' b u t we d o n ' t g e t v e r y f a r . 
Q.7. K e e p i n g e v e r y o n e h a p p y , t h e ' s t a t u s q u o ' , n o t f a v o u r i n g one d e p a r t m e n t o r s e t o f s t a f f , When d i s c o n t e n t e d 
w e ' r e so f u l l o f a n g e r . A s e n s e o f f a i r p l a y , t h a t i f you do y o u r j o b w e l l t h e r e i s an o p e n i n g up t h e 
c a r e e r l a d d e r , To make p e o p l e f e e l v a l u e d , T h i s i s w h a t I do i n my d e p a r t m e n t , They a l l p a r t i c i p a t e i n 
s y l l a b u s p r e p a r a t i o n , 
Q.8. We need e q u a l i t y , n o t j u s t f o r t h e g i r l s i n t h e s c h o o l , b u t f o r t h e b o y s . B e c a u s e i f t h e i r p e r c e p t i o n i s 
t h a t men a r e t h e b o s s e s and women a r e t h e w o r k e r s , t h a t i s t h e w r o n g way. They w i l l go o u t i n t o s o c i e t y 
a n d m i s t r e a t women. 
Q.9. The s t a t u s , They a r e p u t i n c h a r g e o f y o u , I t i s i n h e r e n t i n t h e t i t l e , b u t i f t h e y d o n ' t l i v e up t o t h e 
t i t l e t h e n t h e y c a n f o r g e t i t , b e c a u s e w i t h a p o s i t i o n you a u t o m a i c a l l y g e t r e s p e c t , b u t y o u c a n l o s e t h e 
r e s p e c t a n d t h e a b i l i t y t o manage i f y o u c a n ' t do t h e j o b . 
Q.10. V e r y a w a r e . S i n c e t h e S e n i o r M i s t r e s s s i t u a t i o n , j u s t who i s r e s p o n s i b l e f o r w h a t came u n d e r s c r u t i n y . 
We a r e l o o k i n g v e r y c l o s e l y a t t h i s , C l o s e n e s s ? Some n o t a t a l l , some t o t h e l e t t e r and some f a r m o r e, 
Some o f t h o s e who d o n ' t , i t i s b e c a u s e t h e y a r e j u s t i n c a p a b l e . 
O t h e r comments The a t m o s p h e r e a m o n g s t t h e s t a f f i s v e r y s t r o n g w h i c h makes i t a h a p py p l a c e t o w o r k i n . We 
w o u l d l i k e t o i m p r o v e t h e s c h o o l , T h a t ' s why we c o m p l a i n , b e c a u s e we w a n t t o make t h i n g s b e t t e r , 
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( I n t e r v i e w R e c o r d e d by ..TAPE.) 
Q u e s t i o n R e s p o n s e 
Q.I, I d i v i d e i t i n t o t w o f u n c t i o n s ; v e r y i m p o r t a n t f u n c t i o n s . One i s t o manage t h e d a y - t o - d a y a f f a i r s o f t h e 
s c h o o l and t h e o t h e r i s t o make p o l i c i e s , c u r r i c u l a r and p a s t o r a l c a r e , and d i s s e m i n a t e t h i s i n f o r m a t i o n 
t o t h e r e s t o f t h e s t a f f , P r o b a b l y t h e t h i r d f u n c t i o n i s t o e v a l u a t e w h a t t h e y a r e d o i n g , 
Q.2. The t o p t h r e e a r e t h e Head and t h e t w o D e p u t i e s . M i d d l e management a r e t h e r e s t . They a r e t h e S e n i o r 
T e a c h e r s . P e r h a p s i t ' s j u s t a t t h i s s c h o o l , I f e e l t h a t , b e c a u s e t h e y come i n t o t h e s t a f f r o o m , The Head 
o f Y e a r , I d o n ' t t h i n k I c o n s i d e r Heads o f D e p a r t m e n t t o b e , P e r h a p s i t ' s t h i s s c h o o l , due t o 
r e o r g a n i s a t i o n . The s c h o o l i s g e t t i n g s m a l l e r . I t ' s more ' t h e m ' a n d 'us' now, R o l e has a l o t t o do w i t h 
management. I n my l a s t s c h o o l t h e P a s t o r a l s y s t e m was a v e r y i m p o r t a n t j o b ... you w e r e a b i g c o g i n a 
m a c h i n e , i f y o u w e r e a Head o f A r e a y o u w e r e a b i g c o g i n t h e m a c h i n e . H e r e i t ' s p l a y e d down so much. 
I t ' s p l a y e d down f r o m t h e t o p . 
Q.3. T h a t ' s a t o u g h o n e ! I c o n s i d e r t h i s s c h o o l t o be d i f f e r e n t . O b v i o u s l y t h e H e a d m a s t e r i s t h e l e a d e r , b u t i t 
d e p e n d s w h a t c r e d a n c e you p u t on h i s w o r d . The Head o f N.U.T. i s a v e r y c l e v e r p e r s o n . You c a n go t o h i m 
a n d g e t good s e n s e . T h e r e a r e a l o t o f c h i e f s . F o r me i t i s a p r o b l e m b e c a u s e n o - o n e w i l l a c c e p t t h e w o r d 
of a n y o n e e l s e . ... I know I'm b e i n g v a g u e . 
Q.4. The H e a d m a s t e r . 
Q.5. Who do I d e p e n d u p o n i n a t i m e o f c r i s i s ? T h a t ' s who my l e a d e r w o u l d b e , a n d I s u p p o s e I w o u l d go t o t h o s e 
who w e r e t h e m o s t s y m p a t h e t i c , who w o u l d be o b j e c t i v e . T h e r e a r e a f e w p e o p l e I s u p p o s e , N.U.T. r e p . . I 
m i g h t e v e n go t o t h e H e a d m a s t e r , he m i g h t be o b j e c t i v e . I t d e p e n d s w h a t s o r t o f a d v i c e . The Head i s 
u n p o p u l a r , b u t y o u c a n go t o h i m f o r p r o f e s s i o n a l a d v i c e . U n f o r t u n a t e l y t h e H e a d m a s t e r has t o make t h e 
d e c i s i o n s on r e s o u r c e s a n d e v e r y t i m e t h e s e i n v o l v e p e o p l e t h e r e i s g o i n g t o be a c l a s h . So i f y o u w a n t 
a d v i c e b e c a u s e y o u r j o b i s a t s t a k e , he i s t h e l a s t p e r s o n t o go t o b e c a u s e a l l y o u do i s f i g h t h i m . 
Q.6. F o r me? I d o n ' t know t o t e l l t h e t r u t h . Head o f t h e U n i o n s , h e ' s i n f l u e n t i a l b e c a u s e p o l i t i c s i s b e g i n n i n g 
t o h o l d a T a r g e sway a n d he w t l l a l w a y s be a b l e t o i n f l u e n c e a l l o v e r t h e p l a c e . I n s c h o o l , t h e D e p u t y 
Head, b e c a u s e he i s c l o s e s t t o t h e Head. 
Q.T. I f I was t o p u t m y s e l f i n t h e H e a d m a s t e r ' s p l a c e I w o u l d n o t l i k e i t , b e c a u s e he h a s g o t a l o t o f p e o p l e 
who do n o t l i k e w o r k i n g w i t h h i m , and he has g o t t o make d e c i s i o n s r e g a r d i n g t h e i r j o b s ; how much money 
t h e y g e t and c u r r i c u l u m - d e p a r t m e n t a l t h i n g s l i k e t h a t . Where i t comes t o c o n t e n t i o u s i s s u e s he comes 
down l i k e t h a t ! ( F i s t g e s t u r e ) T h e r e i s no d i s c u s s i o n . As e v e r y o n e k n o w s , t o be a good m a n a g e r , you h a v e 
t o u n d e r s t a n d p e o p l e . I t i s v e r y d i f f i c u l t t o d e a l w i t h p e o p l e who t h i n k t h e y know w h a t ' s r i g h t . The Head 
m i g h t t h i n k f ! ) " I d o n ' t w a n t t o w o r k f o r t h e m and t h e y d o n ' t w a n t t o w o r k f o r me." My c o n s t r a i n t s a r e 
money, r e s o u r c e s and t i m e t a b l e . I know I c o u l d p r o d u c e a r e a l l y g ood c o u r s e b u t I need more money and 
more t i m e , C u t s a r e c a u s i n g a b i g d i v i s i o n i n s t a f f . 
Q.8. I n t h i s s c h o o l f e m a l e s a r e up i n arms a b o u t t h i s . They h a v e been t a k i n g t h i n g s t o t h e U n i o n s . T h e r e i s a 
b i g a r g u m e n t g o i n g o n . I'm a m a l e b u t t h e r e a r e a r e a s i n t h e s c h o o l w h e r e we need f e m a l e m a n a g e r s , and 
t h e r e a r e i n s u f f i c i e n t f e m a l e m a n a g e r s . T h e r e a r e c e r t a i n a r e a s w h e r e f e m a l e m a n a g e r s a r e n e e d e d s u c h as 
l o o k i n g a f t e r g i r l s w i t h p r o b l e m s . Many men t h i n k t h a t t h e y c a n do t h a t and t h a t g i r l s a r e n o t s l o w t o 
come f o r w a r d t o t a l k a b o u t some p r o b l e m s . I t h i n k t h i n k t h e y a r e . G i r l s a r e f a r more c o m p a t i b l e w i t h 
f e m a l e s t a f f . When a f e m a l e l e f t as a s e n i o r member o f s t a f f , we now h a v e a man d o i n g t h e j o b and t h e 
g i r l s w o n ' t go t o h i m . 
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Q.9. M a n a g e r s manage r e s o u r c e s . He m u s t be v e r y s k i l l f u l m a n a g i n g human r e l a t i o n s , i n g e t t i n g h i s own way, t o 
manage. T h a t i s w h a t y o u a r e b e i n g p a i d t o d o , P a r t o f t h e j o b i s t o make s u r e p e o p l e g e t t o g e t h e r as 
w e l l as m a k i n g s u r e t h e s c h o o l f u n c t i o n s p r o p e r l y . To me power i s money, money i s p o w e r . I t g i v e s s t a t u s 
a n d a f e e l i n g o f i n f l u e n c e o v e r p e o p l e . The H e a d m a s t e r has i n f l u e n c e by t h e n a t u r e o f h i s j o b , P e o p l e 
d o n ' t h a v e t o l i k e i t , T h e r e a r e some p e o p l e i n t h e s c h o o l who a r e as p o w e r f u l as t h e H e a d m a s t e r , j u s t by 
v i r t u e o f t h e i r p e r s o n a l i t y , 
Q.10. I know my j o b d e s c r i p t i o n . He g i v e s y o u a g r e a t l i s t . I assume o t h e r s h a v e t h e same a s m i n e . I d o n ' t know 
t h e H e a d m a s t e r ' s . C l o s e n e s s , b o i l s down t o my c o n t e n t m e n t i n t h e c l a s s r o o m . 
O t h e r comments The way t h e H e a d m a s t e r r u n s t h e s c h o o l a f f e c t s t h e a t m o s p h e r e i n t h e r e s t o f t h e s c h o o l . The 
s c h o o l i s s p l i t i n t o p a s t o r a l and a c a d e m i c . P e o p l e a r e a r g u i n g a b o u t g e n e r a l m a t t e r s r a t h e r t h a n 
s p e c i f i c s . When t h i s h a p p e n s s o m e t h i n g m u s t be w r o n g . I n f o r m a t i o n i s n o t t r a v e l l i n g a n d p e o p l e a r e n o t 
f e e l i n g i n c l u d e d . I t i s e s s e n t i a l t h a t no m a t t e r who y o u a r e , y o u s h o u l d be i n c l u d e d . I f you f e e l 
i n c l u d e d y o u g l a d l y do w h a t e v e r y o u c a n . 
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SURVEY AND RESULTS OF 
WHARRIER, KELLY AND DODD ( 1 9 8 5 ) 





Dear S i r /Madam, 
We are at present attending the O . T . T . O . Inservice Course on Educat ion 
Management and are following a project study exploring 'In School Sta f f 
Development' . In order for us to progress with this study it would be invaluable 
if you, along with your Deputy Head, Head of Y e a r Groups/Subject Heads of 
Departments, were to agree to take part in an 'Expecta t ions Ana lys is ' we are 
conducting in all Middle Schools in the Northumberland, North Tyneside and 
Newcast le upon Tyne Educat ion Author i t ies . 
P lease find enclosed six analysis sheets. May we ask you, plus those named 
above, to each complete one of these sets of forms and seal them in the enclosed 
envelopes. These envelopes can then be forwarded to us in the enclosed stamped 
addressed envelope, as one. 
A l l returns will be viewed in complete conf idence and it is hoped that 
feedback from our analysis wil l be forwarded to all schools who agree to take 
part as soon as is possible. 
The analysis sheets have been kept as simple as possible to reduce the amount 
of t ime one could spend on them to a minimum. 
In anticipation of you and your s ta f fs co-operat ion with this venture may we 
sincerely thank all who will ingly take part. 
Yours faithful ly, 
•\JM J . Wharrier (Headteacher -Tynedale Middle, Blyth) 
C . K e l l y (D. Headteacher -High Farm Middle, Wallsend) 
E . Dodd (D. Headteacher -Chape l Park Middle,Newcastle) 
Y O U A R E R E Q U E S T E D NOT T O VIEW O R P R O G R E S S ON T O P A G E S 
T W O A N D T H R E E U N T I L Y O U H A V E F U L L Y C O M P L E T E D P A G E O N E . 
Role A n a n l y s i s Q u e s t i o n n a i r e 
In writing the questionnaire we were interested i n two things: 
a) who are the most ' s i g n i f i c a n t others' i n a p a r t i c u l a r teacher's 
r o l e s e t ? 
b) what are the demands/expectations made of teachers in t h e i r 
d i f f e r e n t r o l e s and what do they demand/expect of others? 
We investigated (a) by uising Page 2 of the questionnaire (see enclosed 
questionnaire.) A simple rank order was sought. However/ (b) was 
investigated in TWO ways, what we c a l l e d 'The R e s t r i c t e d Choice 
Response' and 'The Free Choice Response'= The reasons for t h i s 
were that we had o r i g i n a l l y intended to is s u e only Page 3 of the 
questionnaire, where teachers were asked to give p r i o r i t y to s i x 
demands/expectations but, t h i s we f e l t / was very r e s t r i c t i n g and 
so we included Page 1, the free choice response, to t r y to obtain 
more accurate r e s u l t s . 
Page 3 was achieved i n two ways - each of the s i x responses for the 
five d i f f e r e n t r o l e s was ar r i v e d at by 'brainstorming' on our part 
i n i t i a l l y . We then went to O.T.T.O. 3 course members and asked them 
to l i s t demands/expectations. The f i n a l Page 3 being a combination 
of our 'brainstorming' and t h e i r responses. 
In our f i n a l questionnaire format we were advised to include a sheet 
requesting that teachers complete Page 1 before viewing Pages 2 and 3. 
The reason for t h i s was that we did not want teachers to simply copy 
our s i x items. We hoped they would think for themselves. 
Tne a n a l y s i s of r e s u l t s which follows represents a 70% return on the 
questionnaires sent out to Middle Schools (9 - 13 y e a r s ) . 
Newcast le upon T y n e Polytechnic Page 1. 
R O L E E X P E C T A T I O N S S U R V E Y - O . T . T . O . 3. 
I M P O R T A N T : P lease complete Page 1. without re ference to any other 
pages in the survey f i rst . 
S tep 1 . 
What role do you occupy in your school? 
( e g . Head, Deputy Head, Head of S u b j e c t e t c . ) 
Step 2. 
L i s t , IN CRDER OF IMPCRT/'NCE, the d e m a n d s / e x p e c t a t i o n s made of 
you in your r o l e and who makes t h e s e . 








L i s t , IN O R D E R O F I M P O R T A N C E , the demands/expectat ions Y O U make 
of others, stat ing their role. 








S tep 4 . 
R o l e Set Diagrams 
F igure 1 is a role set d iagram for a Head of Department in a school . 
Ar ranged around the c e n t r e c i r c l e are four 's igni f icant others ' in the head of 
departments roje network. 
Study the network and complete F igure 2, putting yourself (your role) in 
the cent re c i r c l e . 
Ar range around the c i r c l e , IN O R D E R O F P R I O R I T Y , the 's igni f icant 
others' in your role network: eg . if as Headteacher (centre c i r c l e ) you feel the 
Deputy Head makes the greatest demands on you, in your role as Head, p lace 
D .H . in c i r c l e I. 










The following table l ists various c :ci: i;. 'ii<Js/cxjicctations you mifciit L . i ^oc ia tc 
with the five roles given in T i g . 1 - S tep 4. In the left hand column of the 
table, c i r c l e the role you occupy in your school . T o complete the table, give 
priority scores to e a c h of the six stated demands in the various sect ions. 
Scoring: O - O f no importance 
1 - O f l imi ted importance 
2 - F a i r l y important 
3 - S ign i f icant ly important 
4 - A high priority 
5 - A very high priori ty 
It is appreciated that some teachers wi l l want to rate al l six of the demands/ 
expectat ions as important to some extent . However , you are asked to use the six 
varying scores on the table s ince the research is trying to establ ish the areas of 
hghest priority in middle school and the people who se lec t these. 
p ! J T T i i 2 / l ' i / K x P e c t a l i o n s 1 u b l e P u 8 e 3. 
Note - T O B E C O M P L E T E D B Y 
R O L E D e m a n d s / E x p e c t a t i o n s made of me Score ' i 
1 
H E A D 
Be Innovative 
Be responsive to needs of all s ta f f 
Display leadership 
Provide c l e a r communicat ion 
Be a d iscipl inar ian 
Provide adequate resources 
1 
D E P U T Y 
H E A D 
Be access ib le to s ta f f and parents 
Be support ive of Headteacher 
Have professional knowledge & expert ise in teaching 
Be a d iscip l inar ian 
Have un awareness of the schools mhos 
Be u good administrator/communicator 
H E A D 
O F 
Y E A R 
Be aware of the importance of l iaison with various 
organisat ions 
Be a good organiser 
Be aware of the pastoral needs of chi ldren 
Be a d isc ip l inar ian 
Be able to communica te successfu l ly 
Be percept ive to the needs of other s taf f 
H E A D 
O F 
S U B J E C T 
Have professional knowledge & exper t ise in teaching 
Be a good team leader /mot iva tor /co -ord ina tor 
Be able to teach the full age /ab i l i ty range 
Able to a s s e s s / e v a l u a t e the subjects development 
Be a provider of resources 
Be able to resolve depar tmenta l conf l ic t 
O T H E R 
T E A C H E R S 
Be able to impart factua l knowledge 
Provide a st imulat ing learning environment 
Be able to respond to cur r icu lum innovation 
Be able to assess the individual needs of chi ldren 
Show wil l ingness to par t ic ipate in e x t r a - c u r r i c u l a 
ac t iv i t i es 
Be access ib le to parents 
HEADTEACHER RESPONSES 
*Free Choice Response 
Demands/Expectations Made of Me 
(Those most highly rated) 
By Whom 
(In order) 
1. Display leadership .1. S t a f f 
2. L.E.A 
2. Be responsive to the needs of 
a l l s t a f f and pupils 
1. S t a f f and Pupils 
2. L.E.A/Parents/Govenors 
* Free Choice Response 
The Most Important Demands/Expectations 




A l l S t a f f 
• R e s t r i c ted Choice Response 
The Most S i g n i f i c a n t Others In My Role Set 
Dep. Hd. Hd. of Year Hd. of Dept. CI. Teacher 
Median 1 2 3 4 
Mean 1.9 2.46 2.53 3.07 
Percentage Value 30.2 25.8 24.8 19.2 
•Restricted Choice Response 
Demands/Expectations Made Of Me (Headteachers own p r i o r i t y ) 
Percentage Value 
1. Display Leadership 30.8 
2. Be responsive to the needs 
of a l l s t a f f 26.3 
3. Provide Clear Communication 16.9 
4. Provide Adequate Resources 13.3 
5. Be Innovative 7.6 
6. Be a d i s c i p l i n a r i a n 5.1 
Interpretation of Data 
There apperars to be a very strong c o r r e l a t i o n throughout that Headteachers 
need to display leadership and be aware of the needs of a l l s t a f f . Any 
courses structured for Headteachers should perhaps be centred around these/ 
and as the Headteachers see the Deputy Head as being the most important 
'significant other' i n t h e i r role s e t , perhaps s t a f f development training 
programmes for Deputy Headteachers preparing them for Headship should be 
i n i t i a t e d . The use of the word 'professionalism' was most rated in the 
demands/expectations a Headteacher makes of a l l s t a f f , the reader may put 
their own d e f i n i t i o n to t h i s . 
DEPUTY HEADTEACHER RESPONSES 
•Free Choice Response 
Demands/Expectations made of me By Whom 
(Those most highly rated) ( i n order) 
1. Be supportive of the Headteacher 1. He_adteacher 
2. S t a f f 
2. Support S t a f f 1. S t a f f 
2. Headteacher 
•Free Choice Response 
The Most Important Demands/Expectations as 
Deputy Head/ I make of others (most rated) 
Their Role 
Be a good communicator Headteacher/Hds. Yr. 
•Restricted Choice Response 
The Most S i g n i f i c a n t Others In My Role Set 
Head Hd. of Year Hd. of Dept. C l . Teacher 
Median 1 2 3 3 
Mean 1.46 2.6 2.9 2.9 
Percentage Value 35.4 23.4 20.6 20.6 
•Restricted Choice Response 
Demands/Expectations Made Of Me (Deputy Heads own p r i o r i t y ) 
Percentage Value 
1. Be a good administrator/communicator 24.7 
2. Be supportive of t h e Headteacher 24.2 
3. Be accessible to s t a f f and parents 19.0 " 
4. Have professional knowledge & expertise i n teaching .. .. 13.8 > 
5. Be a d i s c i p l i n a r i a n 10.0 
6. Have an awareness of the schools ethos 8.0 
Interpretation of Data 
Supporting the Headteacher and St a f f while being a good communicator 
seems of primary concern in the role of the Deputy Headteacher. There 
are strong indications that the Deputy must act as a 'go between' on many 
an occasion and from the returns one notes the heirarchal nature of 
schools reinforcing a Role Culture within the organisations. 
HEAD OF YEAR RESPONSES 
*Free Choice Response 
Demands/Expectations made of Me 
(Those roost highly rated) 
By Whom 
(In order) 
1. Be aware of the pastoral needs 
of children 
1. Headteacher 
2. Sta f f 
3. Pupils/Parents 
2. Be perceptive to s t a f f needs 1. Headteacher 
2. Staff 
*Free Choice Response 
The Most Important Demands/Expectations 
as Head of Year, I make of others 
(most rated) 
Their Role 
Be aware of the pastoral needs of 
a l l children 
A l l Staff 
*Restricted Choice Response 
The Most S i g n i f i c a n t Others In My Role Set 
Head Dep. Hd. Hd. of Dept. CI . Teacher 
Median 1 3 3 2 
Mean 1.4 3.05 3.05 2.5 
Percentage Value 35.2 19.5 20.6 24.7 
*Restricted Choice Response 
Demands/Expectations Made Of Me (Head of Years own p r i o r i t y ) 
Percentage Value 
1. Be aware of the pastoral needs of children 24.2 
2. Be able to communicate s u c c e s s f u l l y 21.1 
3. Be perceptive to the needs of other s t a f f 19.5 
4. Be a good organiser 17.0 
5. Be a d i s c i p l i n a r i a n 12.9 
6. Be aware of the importance of l i a i s o n with other 
organisations 5.0 
Interpretation of Data 
Throughout the returns there i s the over-riding concern for awareness 
of the pastoral needs of children - perhaps an indication that there i s 
a need for inser v i c e s t a f f development courses concerned with pastoral 
needs of children. 
CLASS TEACHER'S RESPONSE 
* Free Choice Response 
Demands/Expectations made of me 
(Those most highly rated) 
By Whom 
( i n order) 
1. Provide a stimulating learning 
environment 
1. Headteacher 
2. S e l f and Pupils 
2= Maintain high standards 
2= Be a good classroom organiser 
1. Headteacher 
1. Headteacher 
2. Head of Year 
* Free Choice Response 
The Most Important Demands/Expectations as 
Class Teacher/ I make of others (most rated) Their Role 
Be a good communicator and be accessible Headteacher/Hds. of Year 
The Most S i g n i f i c a n t Ohters in My Role Set * R e s t r i c t e d Choice Response 
Head Dep. Hd. Hd. of Year Hd. of Dept. 
Median 2 4 2 3 
Mean 1.8 3.4 2.0 2.6 
Percentage Value 31.8 15.4 30.1 22.7 
R e s t r i c t e d Choice Response 
Demands/Expectations made of Me (Class Teacher's own p r i o r i t y ) 
1. Provide a stimulating learning environment ^ r C ^ t ^ e V a l u e 
2. Be able to a s s e s s the individual needs of c h i l d r e n -
3. Be able to impart f a c t u a l knowledge 18.1 
4. Be able to respond to curriculum innovation 15.1 
5. Be accessible to parents 6.0 
6. Show willingness to p a r t i c i p a t e in e x t r a - c u r r i c u l a 
a c t i v i t i e s .. .. 4.2 
Interpretation of Data 
The term 'high standard' was a frequent response - no c l e a r d e f i n i t i o n of 
t h i s was given however. The Class Teachers were the only group of responses 
who stated that 'they' demanded/expected p a r t i c u l a r aspects from themselves. 
In demanding/expecting good communication and a c c e s s i b i l i t y , senior manage-
ment may provide an 'open door' policy/ however for management techniques 
i t could prove to be a 'nuisance' - perhaps 'the best management i s i n v i s i b l e ' 
Highest p r i o r i t y was always given to creating a stimulating learning 
environment. 
There was an i n d i c a t i o n that C l a s s Teachers regarded Deputy Heads and Heads 
of Departments as being prima r i l y concerned with management/administration. 
Problems Related to the Questionnaire 
Having analysed the returns/ noted written comments and spoken to 
several s t a f f involved i n the questionnaires completion/ the reader's 
attention i s drawn to the following associated problems/concerns 
experienced by a l l : -
- there i s no guarantee that s t a f f did not study Page 3 before 
completing Page 1. 
- from the returns i t would seem our instructions were not 
always as c l e a r as we thought they were. 
- some teachers f a i l e d to use the 0 to 5 p r i o r i t y rating, choosing 
instead to rate three 4's, two 5's and one 3 (for example). 
- in a small number of returns, s t a f f went beyond the school 
to complete t h e i r r o l e s e t diagram and introduced governors, 
L.B.A., society, pupils, e t c . into t h e i r c i r c l e s . 
- speaking to teachers who completed the questionnaire i t seems 
i t was one of the most d i f f i c u l t documents they have ever 
completed, and quite time consuming. 
- on some returns s t a f f wrote that they were most unhappy about 
using the O to 5 ratings given on Page 3. 
- s t a f f wrote that they d i s l i k e d Page 2 because i t r e s t r i c t e d 
them to s t a f f within the school. 
- s t a f f s a i d that they found i t d i f f i c u l t to state who made 
demands on them ( i t was often three or four groups of people). 
- perhaps the role/demands/expectations of parents should have 
been given more importance/inclusion within the questionnaire? 
The questionnaire possibly/probably needs re-working because of the 
comments l i s t e d above. We accept these p o s i t i v e l y and constructively, 
however, the questionnaire was not designed as a major piece of research. 
I t was introduced as a very small part of a much larger project on 
appraisal and s t a f f development. Perhaps too careful a s t a t i s t i c a l 
a n a l y s i s of the r e s u l t s i s unnecessary and c e r t a i n l y i l l - a d v i s e d . 
Appendix IV 
OPEN LETTER FROM 
PARENTS INITIATIVE 
PAGE 27 5 
i S S ™NT GOVERNORs ,N 
January 1988 
Many parent governors are unaware of the details of the Education Reform Bill. As it will bring dramatic changes in school life we are 
writing to you so that you will know of our anxieties. Please show this 
leaflet to all the parent governors in your school. 
The PARENTS INITIATIVE is a group that was formed in 1986 in 
response to the growing crisis in the resourcing of schools. It is made up 
of parent and teacher organisations which share a deep concern for the 
education of all children today. 
We share the Government's wish to interest parents more directly in 
their children's education, and to see standards rise. However, some of 
the proposals in the Bill have caused unprecedented concern amongst a 
wide cross-section of those involved and interested in education. We 
therefore hope that you will read on and share our concern, and at the 
end of the leaflet we suggest some action you might feel able to take. 
We believe that comments from individual parents and governors can 
influence the Bill as it goes through Parliament. Doubts about it are 
widespread across the House of Commons and in the Lords. The views of 
parents, and especially parent governors could play a crucial role. 
This briefing is intended to help you approach your MP and others 
with influence. 
the governors wish to apply for 
grant maintained status, or are 
requested to do so by the parents 
of at least 20% of pupils, they must 
hold a ballot of all parents in the 
school. A simple majority of those 
voting in favour will be enough to 
oblige the governors to apply to the 
Secretary of State for a school to 
/ui schools with more than 300 become grant maintained. These 
pupils will be eligible to opt out of schools will receiving funding 
local education authority control. If through the government but the 
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AD schools with more than 300 
pupils will be #>HoiKu * ' 
money will come from the local 
education authority though it will 
have no further control or 
responsibility. 
© The proposal that a simple 
majority of voting parents could 
take a school out of the state 
system is wrong. It ignores the 
danger of a low poll producing an 
unrepresentative result, and the 
rights of parents whose children 
will enter the school at a later 
date. There are no arrangements 
for a school to revise its opting 
out decision. 
• The creation of grant maintained 
schools will establish two dearly-
defined types of school. In order 
to ensure its success a grant 
maintained school will be under 
pressure to select its pupils on 
the basis of ability or home 
background and there will be 
little incentive to admit children 
with special educational needs. 
• Uncertainty over schools opting 
out will complicate the job of local 
education authorities which will 
still have to plan and run a 
coherent and effective service. 
• Whilst opting out may satisfy the 
short-term interests of parents 
with children at a particular 
school, we doubt it will raise 
standards for all children. 
Church authorities have also 
emphasised this point. 
• The government reserves the 
right to close any grant-
maintained school it regards as 
unsatisfactory, which may be 
against the wishes of governors 
and parents. 
© Repeated debate within a school 
over opting out could be divisive, 
and distract from discussions 
vital to the progress of the 
school. 
WThe principle of opting out is the 
most widely condemned aspect of the 
Bill. 
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Schools could be forced to admit 
pupils up to a "standard number" 
based on their 1979 intake, a peak 
year. This is designed to increase 
parental choice. 
• There will be a small gain in 
parental choice but the most 
' 'popular'' schools may become 
overcrowded and still have to 
turn children away. 
• Other schools will have fewer 
pupils and may be forced to 
close, which will reduce choice 
in tine long run. In the meantime, 
children in these schools will not 
get the quality of schooling which 
is their right. 
• The PARENTS INITIATIVE 
takes the view that parents 
should have a choice of school 
but only up to the point where 
this does not damage the quality 
of educational provision available 
to all. 
• Open enrolment could encourage 
class and racial divisions. 
^Governors and local authorities 
should determine the capacity of 
a school, in the light of space 








Local financial management will give 
most schools control of their own 
budgets, and will make public the 
details of local education authority 
budgeting. 
© We are concerned that gover-
nors and staff will spend too 
much time on finance and not 
enough on educational matters. 
©The PARENTS INITIATIVE 
believes that local financial 
management could be good for 
schools. Making it work will 
demand careful preparation and 
training and the provision of 
sympathetic expert help. 
® The responsibility of being a 
governor could become so oner-
ous that few will volunteer their 
time and skills. As well as being 
responsible for budget planning, 
governors will hire and fire staff, 
even though, in county schools, 
the local authority will still be the 
employer. 
© Delegation of budgets will work 
only if basic resourcing is 
adequate. If not, it becomes a 
mechanism for off-loading onto 
you and your fellow governors 
difficult decisions about inade-
quate resourcing. 
UThere must be proper training for 
governors and heads, availability of 
appropriate expertise, and sufficient 
resources. Local financial 
management is not in itself a 
guarantee of resources. 
NATIONAL 
CURRICULUM 
This lays down what children must 
study — the three core subjects are 
maths, English and science; the 
foundation subjects are history, 
geography, technology, music, art 
and physical education and (for 
secondary schools) a modern 
foreign language. Religious 
education will continue to be 
compulsory, but does not have the 
status of a core or foundation 
subject. 
• The assumption of central 
control over the subjects taught 
in schools, and what is taught 
within those subjects, has 
profound constitutional implica-
tions in Britain. It is a break with 
our whole history of protecting 
education from direct inter-
ference by politicians. 
• We query the view that schools 
will have time to_teach othe^ 
subjects not covered by the 
national curriculum. These in-
clude home economics, classics, 
extra modern languages, life 
skills, careers and health 
education. 
• Questions that need to be asked 
include: what are the costs of a 
national curriculum? Will it be 
properly funded? How can it 
apply to primary schools and the 
needs of very young children? Is 
there proper provision for 
children with special needs? How 
does it address the needs of our 
multicultural society. Will 
compulsory study for rigidly 
specified subjects lead to 
increased boredom and frus-
tration amongst our teenagers? 
How can curriculum develop-
ment continue? What will be-
come of the new Technical and 
Vocational Education Initiative 
and similar schemes? 
• Hie national curriculum does not 
apply to independent schools. 
Why not? 
9The introduction of a national 
curriculum for all children up to the 
age of 16 must be accompanied by a 
guarantee of sufficient books, equip-
ment and teachers. Compulsory 
science, technology and a modern 
foreign language up to 16 should 
become mandatory only when suffi-
cient qualified staff are available. 
The Government intends to set 
tests for children at 7 or 8, 11, 14 
and 16 years. These tests will be 
designed to show parents, govern-
ment and governors how each 
child, class and school is per-
forming, and how successfully each 
teacher is teaching; parents will be 
able to compare the apparent per-
formance of teachers and schools. 
• The PARENTS INITIATIVE is 
conscious of parents' need to 
keep track of their childrens' 
progress. We believe this is best 
achieved with diagnostic testing 
and assessment, rather than 
testing to benchmarks. 
• Testing to benchmarks as the 
Bill proposes, implies passing 
and failing. We believe it is 
positively harmful for children to 
fail tests at the age of 7 or even 
11. 
© Taken alongside opting out and 
open enrolment, these tests will 
encourage parents to make 
direct comparisons between 
schools, as the Government 
intends they should. The 
PARENTS INITIATIVE beli-
eves these comparisons could be 
misleading, because we know 
that educational achievement is 
influenced by many factors 
outside the control of schools, 
and consists of much more than 
test results. 
© If teachers' performance is to be 
assessed to some extent by the 
published results in these 
national tests, there will be 
pressure to teach only to the 
test. Other educational objec-
tives and measures of achieve-
ment and success might be set 
aside. 
• If, as is claimed, the purpose of 
the tests is to identify those 
children who need extra help, we 
would expect the Government to 
undertake to provide this help. 
WTesting should be used only to help 
teachers improve the education 
offered to pupils. There should be 
formal procedures for parental 
consultations. Parents should have 
access to the results of all testing, and 
have a say in who else should have 
access to these results. 
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There are proposals for schools to 
be allowed to levy charges for 
activities outside the National 
Curriculum. This would change 
the principle of the 1944 Education 
Act, that any activity which appears 
in the school timetable must be free 
of charge. 
• There will be a divide between 
those who can and cannot pay. 
Some subjects could become 
'cheap' options, while others, 
such as geography and languages 
and music could be part of the 
'expensive' curriculum. 
• Schools whose parents are 
unable to provide voluntary 
contributions on a significant 
scale are already less well 
equipped than the rest, to the 
detriment of the education they 
provide. We estimate that 
parents already contribute 
£70,000,000 per year to school 
budgets. 
• There will be pressure for 
schools to charge for more and 
more of their normal activities. 
mThe PARENTS INITIATIVE 
believe that there should be a further 
period of genuine consultation on this 
issue. 
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write to any trf thefonowfcg, 
CASE (Campaign for the Advancement of 
a&ate Education*, Crow, llOfljgh 
Street, Sawston, Cambridge CB2 4HJ. 
^Teacher Associations), 1f3 Stonebridge 
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AMMA (Assistant Masters and Mistresses 
Association), 7 Northumberland Street, 
London WC2N 5VBS. c 
NAHT (National Association .of Head 
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Road, Haywards Heath, West Sussex | 
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Wfr$ (National Onion cf Teachers), 
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PAT (Professional Association of 
-Teachers), 99 Fnar Gate, Derby DEI 1EZ. 
SBA ' (Secondary . Heads Association), 
Chancery House. 107 St Paul's Road, 
London Nl 2NB. 
G^eneral information 
J%CE (Advisory Centre for Education), 18 
Victoria Park Square, London E2 9PB. 
C E A (Council for Educational Advance), 79 
EBerton Road. London SW18 3NH. 
C L E A (Council of Local Education 
Authorities), Eaton House, 66a Eaton 
Square,.London SW1W9BH." , 
•ES (DeparQttent M .Education and 
I^ Sdence), Elizabeth Hoiise., York Road, 
London SEl,, 
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INITIATIVE for queries on this 
leaflet: Liz Williams 01 -450-1193 or 
Sheila Naybour 0352-4652. 
• Copy this leaflet and circulate it as widely 
as possible. 
© Discuss it with other governors, and get 
the Bill on the agenda of your next 
governors' meeting. 
• Arrange a meeting at your school for 
parents and others interested. 
• Ask your school's teachers to join in your 
discussions; they have serious 
reservations. 
o Encourage parents to write to Kenneth 
Baker — Secretary of State for 
Education, Jack Straw — Labour 
spokesman on education, and Paddy 
Ashdown, Libera! spokesman, at the 
House of Commons, Westminster, 
London SW1A OAA. 
• Lobby your MP as soon as possible at 
the local surgery (your library will give . 
you the address) or at Westminster. 
• Contact members of the House of Lords. 
Send a stamped addressed envelope for 
details to Martin Redston, ALPAG, 23 
Alverstone Road, London NW2 5JS. 
• Write to your local councillors, particularly 
your education committee members. 
• Tell them of specific examples of what 
could happen to your school and your 
children. 
• Use local radio and press to raise local 
concern. 
• Act NOW — time for action is short. The 
Government intends that the Bill will be 
law by summer 1988. February/March will 
be the crucial months when there is the 
best chance of amending the most 
contentious clauses of the Bill. 
© Send details of what you are doing to the 
PARENTS INITIATIVE. Write to Penny 
Wild, at 9 Lyndhurst Road, London NW3 
so that we can publicise what is 
happening all over the country. But 
please, ACT QUICKLY, the beginning of 
March is soon. 
© Watch the national press for details of 
national events. 
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